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Chapter  1 

Tnam&u  aub  it    i 

problem  of  rating  or  judging  one's  subordinates 
te  ea   old  aa   Organisation  itself.      Many  writer  stress- 

ed  the  point   that   Judging   MM   employees  under  hiia  is  an 

1 
ogral  pert   of   the    Job   of   the    supervisor,     Kay        argued 

that  consciously    or  not,    the    supervisor  rates  his  jaen 

whenever  called  upon  to  choose   between   them  for  special 

;,    apecial   awards,    pro:  is,    or  reductions  in 

2 

forca.      Juclus     consider:*  I  e   rating   of  «r...  *  a  is 

one   o-  it  «and  soat   universal  practices!   sjf   nsn 

went  and   cast   there   never  wsa   a   tine  stos. 

adera   did  not   Jfcigt   the   relative   value   of  employees* 
5 

•oipha:  ised   I  £■   slM    ter»  "sM&rit  ratir. 

(service   rating)    ia   of  r<  e    judging  of  employees 

by   their  supervisors   is  ;vot. 

Hi  mL  u 

If  raany  writer.  agreed  that   service  rating  cr    - 

not   si    dispensed  sith,    en  equal  nusaber  are    in  c  .mica 

as   to  the  need  for  a  formal  sethoi   of  making  an 

4 
lag  these    Judr;em*mta«      Keri;le     proclaimed   t.  service 

rating  device  protect  .,  lu,  eii    I  /  eapri~ 

ciouaneas"    in  the  dete  3   ser 
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-te      taught   that   one  formal  effi- 

ci»nc>   retin>;  is  wto  protect  m  oea  against  ti*e   snap 

'geaentfc,  1      ,  ill  *I11  of   soma  a  arsn. 

C 
Tiffin     feelr  eastrgence   of  orraal   rating  av»- 

te»  he  a  "involved   I        transfer  or  rating  frori  baphaanr4f 
random,    an  I  frequent  -respo  -e   judgement e   of   supervi- 

sors aede  perhaps   during   ttM   heat  of  a  quarrel,    to  ratio 
mde  cal  ._    ,        libera telv,   a* stesiaticrll;- ••««"•      In  addition 

to  Mil*  need   I  Lftlttf  Mm  affects   on   Mm 

7 
frailties  of    the   rater,    Juclua      seas  further  value   In 

e  forael  recorded   rating,    in  p  a  means  1*1  •» 

serving  a  s&eaaure   of  an  employee1 s  even  In  a 

large   induatr.,    Mm   tlMtlint   receive  all  f  r  loveea  and 

opportunities   opened  to   UmMj  *ill  t>e   consistent  throu,  -   - 

out  the  organisation. 

ATISO 
The   objectives   of   paling  are  zianifold*  ,  , 

of  ,  s#e  la  to  secure  a  recorded   judgement  of 

•  employee's  val  aiaatiocu 

(Ian  Bttd  MsaS      ,    are  many    specific 

ciiia,      ..  'eeri  raade   o;  VX  if   rati  in 

afferdlng  a  .^esls  for  chalee  bet*e«-        ■■;•»  au  -  -ar 

special  ass  Igor..         ,  oial  awards,  , 

.'orce.  ii   obvious  less    '  it,    la  the 

8 
KM   vaggeeted  oj   Ifadap  ,    of  ratings   p.:   criteria   far  evali*- 


.••   • 


i 


fttlfi  o  effectiveness   of  other  personn«l  practices, 

ii  10  11 

¥iff in   ,    Flgors  end  igyera*   ,    and  Moeher  end  I  ley 

made  raucii  the    sasse   point   i:ut  as  a   source 

of  inf  oru^tlon  on  w&ieh   to  base  ]  laple;  ec   ia*» 

provesiant,    trelnl      ,  Jtcvelopiaeat,     Assoc!  t    Is 

la  ata  fpon  a<»   a  foundation  and 

guide  for  studies   to  inprove   screening  anJ   selet  o- 

ced  ...      .  ;      ..<©r*t-  >od   rat  -len  re- 

aults  in  improves  .-erviaor,   as  asntlooi 

both  Tiffin*"6  a:.  oiua     ,    and   therefore   such  Improver* 

nay  bs  considered  ss   one   of   the  iee  of   the  pro&rer.. 

Sot   specifically  r:.ontioned   ir  lite  ft  MPS    ll   the 

use   of   the   service   rat  in,-   ea   an   Ins  truss*  the 

fostering   of  isclpllne   awl  morels*      rach  good 

and  aany  minor  deficiencies   are   not  dese  of   special 

action  ether  loan  ea   reflected   la  marking   of   the   service 

ratlnj:;  blank.     Yet  girt  work  siust  be    rewarded  end  brought 

to   Met  attention  of    the  employee   en  i  sani^asMnt,    «  tie 

ies  e  means  of    to  lag   this*  the 

effect   on   she  employee  nay   be   vitlsted  aozaewhat  by   the 

feet   ta»  sound  principle    of   the   *JBalW 

Alaei   of   she  rewerd"    is  violate     ,  on  the 

service   pet log  ss  s  form  of   reward   Is   justified   on  pre   - 

netlc  i* 


.    .-> 


tBl 


■ 
I 


.' 


'.erationa  which  »«rve  to  render  i  e  rat* 

;«    so  valuable   to  lsrge   iaduatriea  a?«  affect ivo  to  an 
•▼©a  greater  degree  In   i         .  *raonnel  administration  of 
Naval  .'Service.     Three   conditions  operate   to  Mass         1b   true. 

st,    tlx&re    I  m  fact  of   sheer  nuabera.  fleer 

corpw   of  tar  Havy   la  composed  of  4»;  :lvl- 

duals       whlla   the   officers   of   the  Naval  Heaerve   total   up  to 
a  much  larger  figure*      Second,    the   problem  by   else   la 

©explicated   b  In  factors   of  wide  dispersion  over 

largo   areaa  of   the   earl    ,  jility  within  end  beyond 

those   areaa.      In  fact,    It   is  Mf*    to   aa-    t .tat  Havel   units 
ere  likely   to  be  found  anywhere   except  poe  id 

Dm  n Iron  Curtain**,   Mm   currently   ,  op-  terra  for  the 

boundary  between  Kuaalan    io.  d   territory  and  the   met 

of   the   world.      Finall.-,    I   .       difficulties   of  Havel  authori- 
ties are   not  United   to   I  of   size   c 

more   severe  strain  la  placed   on  ad. 
during  perlo  la   of   rapid  expansion   I      I :  MM   of  national 
Eaer^encj  •  the  proceea  of  demobilisation  va 

the  essergeuc^   tale  pass*    .        it  -  final  authority  few  all 
administrative*   act  oaanril,    central!  .  the  Jlavy 

artaent   In  -tals   1    - 

.  ved   in  MH  widely   separated   en  i  M©bl. 

.,e  eo  the  pert   of  e spent  Tor  i 


m  worn 


■ 


• 


3 

JUtrtitive  act'       ,  i  if  even  ti   aiaall  nusa^er  of 

m   officers    I  I«   impossible* 

The  Ka\.  .artnent   r»cognizea   the    iaftMHMae*   of   ser- 

vice  rut  ,    or  nine  as   reports      Ample  evidence   of  this   is 

co.  Ml   in   Mm   ftltliln  paean.,  a  frost  Be.  lationa.     ' 

Article   1701.     Fitness  Reports  aa  of 

officers, 

1.   The  fitness   if   Ml  officer  f  Ml   aervice, 
with  reapect   t                   .                asslgnxaent   to    iui   , 
la  determined  by    bis   record,      e_  Mas  are 
decisive    I               service  tal   of- 
ficer,   and  have   an   Important                   .a   on  aha  effi- 
ciency  of   the   ontlMj    I 

The  tfavy'a  "OF:  ■ 

310  A    (  -4b),    is   intended  to  fill      the   MMM  for  I  It 

rating    I  vice,   but  ..atel^    it   ia  a  partial 

fallu."..     Vs  i  rat   of  all,    it   ia  subjc-  ..■   - 

eervsr  errors,    like  ctoat   rating-   devices  and,    dieapj 

design  oalta   several   features  w  consider 

..1  ali  or  reduce  orrore*     In  addition,    i 

aakeup  does  not  provide  for  MM   MM   or  latest  techniques 

in  aaehiae   searing,    sort!      ,    ••  . 

weakness   la  view   of  roving   importance   of  nasi* 

i  ura   efficiency    implicit    la  MM  of    :*• 

"Total  "arn.     /! though  Mas  11  aaMaar^   of   the   f  orts 

are  not  laborious   to  ldera  even 

a  cio  tie  rate    I        MP  of  t;jta,    i  .rfoxva>4  when 

.    -ia  for  promotion  or  special  aaalrnaents,    or 


lo 


'•X    MfP 


for  eveluRtin^  |Hif  personnel  proceUur* -a,    In  inefficient 
irae  consu&in*;   un-ier  present  conditions* 


:*1. 


I 

- 

The  design  find  use  of  eervic©  mti  Is  a   tusk 

psycholo  L  measurement  ©n 

.itscle  has  beer;  Ufflcui  f   •limlrv.  rol- 

"hunmn  error"    or  bias  of   the  re  tor.     This  paper  will, 
therefor©,   ninalni  logical  fee- 

tor©  bearing   on  the   quest:  a  effort   to   show   the  nature 

end  extent  of   tuls  "hu»©n  error"  erhaps  ©saist  the 

Lnifi>;  In:  o  problea. 

Much   valuablr;   rssef.  j©en  ©ad    is   being  M* 

ed   la  t  ;e   f iel i   of   service    rat  ?>si£n  and  use,    sni  a 

great  deal   c«n  be  learned  froai  a   reviets   of   the   reported  re* 

Consequently,    fc  t©r  will  be   devote  1   to  ©• 

script  Ion  an. J   41  &  cues  Ion  of  the  i*or©   iaiport.nnt  types   of 
rat.  .leas  and   rati  oco  tares   Z:i  use.     This   dis- 

cussion el  LI  include  weighing  I 
and  disadvantages  of   the  severe!  devices  and   avst  :d 

eration  of   tn©   v©  error-prc  al 

factors  m  xaeesures  dee  i  ©re   designed  .,•*• 

bet.      .  :*or:   t    Is    trasUwt.t   8  left   prectices'1 

be  ess       led* 

The  four  rervlees  w  .  ■   the  get** 

er«l  name   of  "A rued  Forces* ,    c  '.  m   of 

officer's   service  if  and  etc  Ice  hes   Its 


i  ad*  9i  i 


. 


•m  v_  T8 

Id   a- 


V    f         *      , 


8 

its  bn  I  points,      Vhese  aili  .-service   ratings  will  bo   de- 

scribed,  enalyz  judged,    ia  t  fc   or   the  afore- 

mentioned  "best  practices"   and,    based  -is  assessment,   ss 

1  as  on  the  "best  practices*,    a  plan  for  a  new   1  ed 

officer^  fitness   report  fora  mill  ."or  a 

by   she  Havy.     Ho  actual  of   const:7  oviee 

will  a*   attempted,   as  la  thesis. 

As  has  been  stated,  nuch  tsjaaanu  Lias  bsjsjn  done  in 
In   t,:e   review  of  t,*e   r  ..us   of   that 

resftarci.,    credit  vill  -n   to  tue   acienti:  .ose  aa- 

terisl  is  quote!  or  referred  t  trever  pees  2        .     It  is 

desired,    in  addition,    to  saake  ape  i  sjafei  ere  a4 

works   of  8mt  alasridtm  Berne  Hsl   of  Teyne  fill— I    Bajspl 
In  1^47,   Mr,   Dase   submitted  a  master's   thesis  to  the 
Graduate    *  chooi   of   Hm    Ml  .  iiversit;    entitled  | 

i\8tir«_,      bi  1-     ;  v      .  .*.     .. _  ^.i-Oo&sulssi.  >,cera   ol    __ 

rat  Three   /  ,4ades*  .     ..  ,  .  .»   subxalsfci 

a  master's    thesis    »  e   sane  •  _____        of 

LSoi-il.    «*atl.  .      _  at.u  __  .        ,;loyaca. 

writer  developed  a   rating  scale  i  he   recoow  ie 

purpose   elated   I  oaia. 

general  tyA  e   of  seal  .  1  Mr* 

scale}    os    ..        o   use-d  as  a  22a  val 
officer's  officii.  ,  /■tickle.; 

I  il  •   suite.  -.--e 

*?llx  not      ■    discussed   further* 
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Chapter  1 

SOW  Pr?YCi 

SB      .      ,I3LK1I  OF  .TW 

MTVm  OP  RATBW 

Heretofore   In  this   thesis,    service   rmtt        b*a  been 
i»W  J  «s  the   Juigln*;  of   thfc   re  tee's  worth  to  hi  a  organl- 

teti on.      reliance   la  placed   on  jutf^eaeuta    In   this   important 
field  of  tfuesurettent  beceuaa   of  lack  of     etter  raothod*     To 
paraph* ae  Voder1  it  May   **   aaiil   taut  aeny  husan  qualities 
such  as  leadership,    initiative,   persistence,    ae  If  -control, 
end   others  ere   important  to  vocational    success  but   objective 
Measures   of   such  characteristics  ho  not  exist* 

These   jwigenu&nt*  err    reached  aa  a  result   of 
rater*  a   observation  or  perception  of   the   typical   p  ;,anee, 

or  the   characteristic  actions   or  behaviors   of  .      It 

has  oeen  eel 4  that,   "Hovrhere   so  aueh  as   in  ju  ging  people  I® 
perception  likely  to  be   so  biased."        ftimwil Itjf   is  |Nh 
erally  thou,  lit  of  hy   scientists  as  tfea   t>-  of  an 

ividual'a  reaction  t,         I  ©nvironmt .  I.  tanner3 

has  defined  personality  as  t  te^ral   of  fin  iiual»s 

cterletic   responses.     It   La   »r  ,  *t 

■   eervice   rating,    fan  asanas!  ta   typical  pv-rfomanca   of 

the  ratee,    is  attainting   to  measure  an  aspect  of     is  per*' 
c.onal . 

i  scmant'e  reflet  will   or  J  i  sat  ion  that 


ftXi 


I  m 


ti 


;9z 


t*4 


porbutxvllt.  I   conplcx  entit    |  v^«l- 

ei   in  the   fi  of  Allport  «;  ort  there  ar« 

17,953  word  a   la   t   e  La,.iiu  .  -c?io«    the 

behavior  f|  latingulshed  frou  .  on 

whan  allowance    la  uade  fa;-   overl*  sawa^   these 

;*is,    the   i an .,«.  Lffewmoo      -  HDfl&edl  for  re«* 

smi Ins  very  greet   Indeed* 

I  1  .iterrelatl jh  between  »   ©fen1  a  p  :lona 

ie  belief*  ftttltudee,   w   1  sacd  raoro 

fully   uclow,   tiio   service  t£  ia  autre  I  of 

personally  received*  _      , 

;>pt  of  the    :•»  iee  la  a   dei  f  tJie 

rater*        I '.-lief a  en.   at  l  s   tower  e# 

The    value    of    a   f orsal    rat  a- 

euaae    .  ii  a   ay  ate/a  will   re-  the   rat 

t   of  eax  .  a   separate-  form.  all     l»» 

ice   and  as a  la t^nce   L 
wmi  is   striving  foi  wall  as  c  place 

rec  its.     Pall    i    t  ion  c  ecuteness 

of  -  .   ft«sieH*iMM   all 

.icusa    on   euccee  pagea   sofcie    of    '  - 

L    lnfl  I    opera..  jeotS 

of  'a   jud^eaoatv* 

>ciel  ■". at  a  tea.  .  .» . 

ion  of  r.hst   taii©n  affected 
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by  factors  within  hia  and   thst  isany   of   thes*    interior  in- 

fluonces   are   themselves   the  proiuct   of   Un  .visual' a  prior 

perception  and  learning*     An  example   of   this  ;/   ae  well 

a  a  a  clue   to   the  nature   of   sone  of   the   interior  modifiers  may 

be  f  vsiind   in   Mm  following  quota  ti  ana  i 

How  we  perceive   the   *orl  t   of 

aeiaory*    ixaaglnation,   hearsay,   end  fantasy  aa 
wall  ae  wbat  we  are  actually  "perceiving* 
through  our  sense e.S 

.ta  arc  perceived  and   i  reted   In  teraa 

of  the  .  1  iusl  percelver*      §mj  needs,   own 

•motions,    own  personality   own  previously  fora*> 
ad  cognitive  patterns.^ 

The  render  34.11   readily   see  Um  fore- 

In^  an  i  can  perriapa  recall  actual   ir.atrncea  in  which  por- 
tions of  it  have  been  born©   out  by  experience.      In  i-      ition 
there  has  been  much  experimental  proof.     However,    only  a  few 
of   the  store   import nut   experiments   can  be   cited  here   because 
of   sp&ce   lir.il  tat  ions. 

It  Dti  mentioned  that   imagination,    emotions,   and 
"previously   formed   cognitive  patterns*    (helief »  and  attitudes) 
affect  perception.     Murray*'  foun  EM   out  In  his  ex- 

periment   in  t.  a  group  of   ^irla  perceived  laallclouanaaw 

to  fc  greater  extent   in  a  tjn's  pictured  face  af; 
played  a  ,jaae   of  "murder".     Ltsubn   Mi  Lucas3  found   aimilarly 
that  a  person's  nooci   »i        .  Le&ntl  /luaneed   hia  |  ptioo 

of  ■Otda   in   the   people    in  pictures   shown  to  hia.  Mr 

,    holder,    reported  that  a  p  raay  be   thju?;ht 

guilt,    oi'  a   crLae,   because  he  nl    ,       as   if   fee   a  ami  a*  have 
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eossaitted   this  criW*   or  because  he  he&  the  disposition  to 
do  .  UJttJ^r*  daoonst rated  that 

people   tend  to  fal  &ee   the   ul stakes   cental  tied  by  people 

they  lik  :le  at    the   saao  tliae  natarlbttsla ; ;,  RietafceOj    -ith- 

out   justif icstion,    to  person©   t  ialiko. 

:\,...*.i;h  of    M*XMN  1*1   eftifUUfta 
Another  aspect  of  the   relation  between  perception  &nA 
belief  a  and  attitudes   Is  to  bt   found  in  the  following  pas- 
sage frofi;  Krech  Mtf  Crutehf  ield:^- 

I  belief   (end  an  attitude  also)*-®  is  a 
pattern  of  Bemlagi   of  $>  .   ;...It  is  a 

pro :iuct  of   original  p  uions,    of  the   re- 

organisation  those  ■  ve  on  ler- 

gone,   of  the  cognitions  created  by  such  re- 
organisation,  etc. 

That   is   to  Cfa    ,      tt  only    is  pay pe&fjgj   influenced  by  beliefs 

and  attitudes  but   they  are   i.  ependont  on  perception 

for   the   raw  state  rials  fro.",  which  ■  . 

MW8ST1         imam         i  m 

'£hat  offect    ..        10  pas  of   fetal   on    . .- 

lief  s  an  i  attitudes?     It    I  .lerallj  ssj  M  re 

seae  forget  tin   .     Krech  M  utchf  ield***  admitted 

that   what    MM    knows  and  bolleves        I    .  :;o 

of   sine  but  a  »luoble  effect  of 

ti/ae  sppears  "...not   c  errors   of  oalaalon  but  fre- 

quently   la  error©   of  commission  as  well"   end   w..,faets  ore 
created  n  10  preeese   -  irgettln^** 

lng  Mm   language   of  £rech  an  eld,    one  s*ey  Ml  the 


■ 
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foregoinr;  the  preeaaa  of  *  so lee  feting** 

,carcut  experiments!   ii>»oni1aptU«5  of  "errors   of 
eowsaiesion"   nay  be  found   In  Bartlett'a14  exjperi-vsnt   in 
whi.  jecta,   when  required   to   retell  *m  unusual  imd 

eosaewhrt  r.  mhm   story,    tended   to  eftjsafja   the   unfamiliar 

content  ao  re   fsriliar  notarial*      *.'  elective  forgetting" 

waa   recorded  .ovine   end  liur-hy*-6  when  they  found   that 

their  snti-CoisEtunist   «ubjecta  remembered  anti-Conaunist  Ma- 
terial better  fchile  the  pro-Coxa&iunist   aubjects  retained  pro- 
CoeMuni^t  material  more   coapli  tely.     The   a*rt<    study  ©Iso 
demon  at  ratad   the   influence   i  jnefa  attitudes  have  on  per- 

ception,  Tor  tho    .  >t*   Icn rnt.:  ;,oo.  j*t  materiel   an 

otx^uiii  i.eh  was  at  verianoe  with  their  views. 

.. 
Though  there   is  a  tendency  liefs   ond  attitudes 

to  change  witli  time,    there   1*  a   c  reat   tendency  for  then 

to  resist  ohanjo*     Thi«  may  be  th  of  ©e  a  raalatance  to- 

ward e. tv.-'ual   i.ifluencea  which  mlc;ht   cause  change*      Dueh  ft 
phenomenon  is  to  be  expected   1  the  t 

of  Levine  Nafl  slroa  ly  mentioned  for  there,    tho    info.- 

nation  i  was   contra  iicto: j   to   t  :■    views  a  subjects 

pi    .  ^iveci  an  .      Thus  we   see  that 

beliefs  an!  attitudes  ajftft  "self-.  "*6  : 

t  they  "not  only  twist  an*!  warp  walittaUl 

themsel-.  -    iate  new  data  f ;.  lf-iiv  rid 

i  grow  in  intensity.**? 
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.u".K  FAC1 
. f f ect   of  Le:  of  Acquaint;  nca 

It   la  obvious   that  ^ater'a   j.  »ent   of   the   ratec 

la  of  little   value   unle  romer  lndlvi  iual  has  been  ac- 

quainted with  fclsa  latter  one    sufficiently  1—1       Yet,   aa  warn- 
ed .rtt,^  there   coatee  a   tisae  when,    ns   the  1  i  of  the 
acquaint*.            -ereaaes,    tho   aeeuraej    of                        b  decrcssea. 

MttMNawMB   W,    (1)    the   tit  xttrnce 

of   the   supervisor  subordinate   has  not 

proved  under  his  leaderah*.    ,  >    (-, 

ton  of   the   supervlaor  to   id«  I  nee  If  with   the    ol 

er   eubordi:Uitea  who  are  more  nearly   lik< 

perlcnce*      rtockf ord  and  risaell1^  found  aathenctical  proof 
of  these   tendencies  I  lamented,   "•••the  longer  one  has 

known  anothar,    the  wore  acceptable  beooatea  the   other*  a  per- 
sonal! tj." 

Another  aspect   of  acquaintance   aff  accuracy 

aaaasta  Is   that  determined  by   the   conJiti  ■  r 

whi  .©   acquaintance  wis  aede  and  asein  .  ^  r-- 

vittor'e  attitude   toward  a   e\  to   wh  on  h<.  ott 

the    joo   la  likely    to  be  q •  '  I    .     v*ent  frou  hi*  fecl- 

■vj   associates  .  I- 

aWHlt        support  of  thia  ajawrall tatton  aft;  *  s 

de&onst ration,   ©lrea  iy  mmr.  le 

tend  to  ttverloo] 
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Judgi..        If  fe  rent  Traits 
It  haa  been  fetflse   that  raters*   OS  son©   traits 

.   *   reliably   than  others.     This   phenmMfflon  nay  be  attribut- 
ed to  f actora   inherent  In  be  ».»  qualities 
bein&   considered*      Tha   raters,    due   to   their  own   J I  spa  rata 
cultural   oack£round>'3,   aay  be  uncertain  as   t  vact  zaean* 
j   of   ths   terns  used   on  the   ran'                   ,    or  they  may 
ilitful  ai    to   juat  what   overt  behavior  indicates   the  pros- 
encc   of  a   ^Iven  trait*       -hen  considering   Hm   trait;;,    one 
fin                    •  .ose  ehlch  *r*    siaple   a., 

.ose   which  cause   lM  r  cul  .Its, 

are  isore   MM  fire   the   eoerpl 

L«Sj    or  those   which  leave   little   concrete   i  MM    of 

existence.  kferd  1  wall    reported,   Tor  instance, 

m%  "  dependability**   and  "quel  jf  work"   were  uore   reliably 

judged    Chan  "norale"    and  "cooperation".**'  -a 

support  earlier  Incline*,   of  lloll  i.*4-** 

...  .  Li  tlty  attributable   to  the   trai  ".s 

.chad   upo  .  .      ea    MT!  fc&s 

sane  nan  cesaaril       i    i   se-icj  e.    .,    sour  f&c- 

I  a  wild  animal   is  not   the   sans  as   .  ig  adverse 

lie    opinion**"* 

tone  res  it;       rror 
;oa  It   coses   to  deeei  : 'allow  man,  an 

beings  are  essential]  .        Laaon"  f  Is  in  connec- 


• 


.-  • 


1G 
tion  with   I  t   to  %  -    it 

ra;  I        ■  ystesi  if  1         ...  .  ctKSsent  waa, 

E    •    ii.ecea;»:'-  .  *e    1c  e    iteasa 

which  t~  .3   used  ao&t    o  .    .  "1      ■ 

fai  iteut — alee    t  .o  &ay."  'i  iiftnsd  this 

"gener-  error"  ,    "It   is  cotasmon  /to  f  i 

.dec-  rated   •• 

because  if  p<  1/** 

Irror  of  Central  Tendency 
Related   to  generosity  error  Is   the   tendency   of  the 
rater  to  mark  s  rate*   about  vhora  I  ■   Insufficient    I  vrea«* 

tion  "average"    or  near  "average"    rather  th*  ..foas  his  lack 

of  ^od^e«     Guilford  *  nenod   thia  phenomenon  the  "error  of 

tral   tendency".     Unquestionably,    w\  'oread   to    ;ue»s  ns 

m  qualifications   of   ■  1,     MM   will  enjoy  the 

oteat  probability   of  tola  PPScI  if  he    ,;uessca   that  the 

ratee   is  average.      But   aer  m  ob~ 

servovion  a  sBMNtl  an     guess  ©• 

Logical  1  rror 
Many  raters  will  reason   that   because    M  tee  ex- 
its a   certain  trait   to  souse   d©  ;ree,    ha  alt  mmmim 
certain  other  trai           ,  i    ti                        >e .  of 
Li     ,    all   of    that  parti*  are   n  ell 
aar,e    t             B*  at   any    rate,    I  >ooe« 
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eh  tlJ  Li  f all»  .  ©d  to  Greene 

for  focusing  at  or:  it   u  it   "lo/'cal 

.ow  w«   k»   lr    '  -sell 

stud*  previ  ;■  mentioned,    t&ftt   the  rel<    "  I  ty  of 

certai  c«li»  will  ht.  ."luancs   slsil2 

effect    I  leal  error.      In  c  mi       ,    -  etsont 

nude   on  a   trait  affect--  at  measurably  fu  ;,«- 

MMlta  autde   on  adja  traits,  at 

"  ••••:.«   Alffiffe— ■    la   fcha   lntor^corrwlatlona  between  ratii: 
of    the    8*ae    traits   varied  fron-f.Ol   to  +.& 

upon  the   change   ta  proxiMit?   of   the   traits  frwn  one   seal* 
to  anot *s' 


•<>,7 


Halo 
Closclj   related  to  lot  It   eaua< 

nloM   effect.      It  lee  asftiuae  cause  Uia 

general   isapreaalon   of  the    ratae   li  (or  bed),    the  ratee,a 

akowl  -    r-11,    or  la  a  *aj    .         ,  trr.it  a   on  taa   rating 

nle   Is  good   (or  bad)*     Halo  la  generally   deplorr 
it!©.-     In  rating f  -    exception,    1  as  will  be 

ed  in  the  next  1  er,  aau  ..  effort  '  ended 

problem  of  baa   to  pre  :e   it.  - 

tion  referred   to  ebove   is  --.alt.  .  feels   that, 

to   seme  extent,    a   bale  effect   is  accept*  ,    in- 

mm 
deed   Inevitable*      In   s-jpport   of   t  .-alief  be  wroce,'AJ 


. 


..;,./ 


••..it  la  not  lone  whose    ■• 

tione  to  the  c.     ote  are  In  question,     is 

'.    Q  "  *  .  .  . 

to  IM   subject,    not  a  a  &  bundle    af   isolated 
trail    ,       LI   i  ^l«a. 

The   judgements  and  responses  of  all  theaa 

■  sly  and 
feat  a  halo  effect,   which   is,    ia  part  at   leant, 
v&li ..: . 

ifferencet?    '        niyinai   af   Haters 

one  rally  a  ai«e   is  mow   or  ve 

than  papraaf  La  aaoat  situations*     Definitely  greater  .aotiva- 

tl  .-?ulte'.5  from  praise  ataonj  school  children  In  an  a;         > 

aent   reported  by  Hurlock.2*      Sophlatleeted  raters  are  aware 

of  this  lemati  and,   unless  they  guard  against   I  ;ey 

may  alio**  this  knowled  ;e   to  e   their  rati  ;h© 

e..  r  raorks  ttMM  are  Aaei  -  the 

sis  of  ;  nnnco.        c»ae  may  even  go  so  far  aa  <it  - 

..er  xsark:  in  the  expeotai  s 

*?ill  apur  the  rataa   t  ar  effort.     The  r  la** 

•crlbe   t  practice  as  M  rates    seal 

to"  and  would  seel;  to  justify   it   on  t  he  was 

raving  performance  b;  the  aorale   a  <?e* 

.ie  effects   of  f»  Las  have-   be-;  i  ustreted  ex* 

p«  lly  and  well   reported*  .  jjeoted  to 

frustrating  clrcuMstances  baa  the   •  of  resort  ^o 

either  adaptive   or  aalada]  .       'eairabla   forma   of 

adaptive   behavior  which  are   net  aly   t  enoount  Ifj  the 

rating  altuati^n   :      . 
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effort  £  organisation  of  one's  perce  tat  problem. 

live  behavior  In   the   rating   situation  probably  would 
lude   such  adjustments  as  .,    regression*   with- 

drawal,   on I   rati   r* llzation. 

Many  ratera,    even  those  lacking  In  forstal  psychologi- 
cal education,   are   cognisant  of   the  possible  results   of  frus- 
tration,   at  least   to   the   extent    that   t  r-eco^nisc    that, 

frustration  saey   cause  increased  effort,    it  aay  cause 
instead,    withdrawal  or  quitt_      ,        oalisatlon  of  this  nay 
lead  a  rater  to  leniency   in   P*%iag  because   of  s   desire,    or 
preference,   for  relying   on  I  *own  £»od  effects   uf  praiee 

rather  then  r  .j  the   induction  tt  1  e   response 

of  withdrawal  by  iBpeslof,  fiai%3  i    a  low 

ra I ....    . 

Differences    I  arda 

It  has  been  said  that  "Xadl  vidua]         ".ffer  with  respect 
to  almost  any  hutaen  attribute   we  are   to  measure***^     Private 
str.  i   of  comparison  are   a  per  1   attribute,    a   component 

of  nality,   aa   ,    I -.*' :■:■  ,    will  be   t  fa*  trim. 

one   individual   to  icxt.     Like   ether  peraej  f  factors, 

standards   of   comparison  are   a   |  ^al's 

innate   characteristics  and  all  :.ountle  as    1  sa   of 

his  MfflW W     .      The   Lrs;:ortao©«   aai*    of    liffereaeei   la  ftfim 
vate   standards  of    l         erlaan  11-  l    la   sheir  on  the 

rater* s   J  .  I  .  I  son 

obviously   will   L  variatl.  :.s. 
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We  ha.e    seen  that   tii©   .  ;.e    rating  proa© as   la  an 

attempt   to  u© a sure   an  aspect    of   pert  ^nftll  t,  •      It    teM    t 
by  b»l  1  rater  enxieavor  to  describe  an  i   rac  la  per- 

ception of   the   retee.      IL«  p  was  made   t  caption  is 

likely  y«rti-  ased  *fhen   j  .      In- 

La  bias  tr«   »..  owerful  luences 

ea   the  pcrceiver1©  mezat  ,    M»tlo*af    reliefs, 

ltude<*»      The   inter      I  stween   these  factors  and 

rception  w  .**••£  vltfe   enphaais  on   t)         rocese   In 

.,    (1)   beliefs  and  attitudes,   formed,    as   the;*   an  ,    fro« 
bi&iie  S  piftiytiti,    are   retained  and  f;     I  I   by   ae- 

iMftlM  and  creative  forgetting  tnd«    (2)    au  lent  percep- 

tion is   |  red  further  biased  anil   selective  the   result 

that    beliefs   r.nJ   attitudes   tend    to  firow  In  strc  .      Further 

ueaion  described  how   inaccure  lec   rat:  .an 

.'    ..  .  lo;,    or  frlen  lv    eequalntaaei  bitena  •*%•]    wmA 
rate©,    variations 
traits,    tLe    Innate  des  to   apeak  well   of   otiiors, 

xea  amang  rsters    :  result  o   to  ve 

with  ratings,  .eea  aiaong  rtr  of 

eoaparlsone* 

.e  material  m  ose  mm  '    us 

•it  .    ;ier  f .  .    I  .rue  tor    I  ce   rati. 

Umni  a:.  .3t  wm-wkm     Be   is  attempting   to  jaea- 

sure  tliat  which  Ie  Leult  ,  -he 
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present   «t&;/    of   developaent   of   the    science,    can  Le  aeasured 
r  vray»     He   is   usin^   »•  oae  9 

stane*  is  luirellable  on 

differ,  finall;  ,    he   is  bmsu:  I        1     sin  at  dtfferl' 

standards. 
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PAH?  II 
Chapter  2 
DEVI 

In  the  quo  at  for  a   solution  to  Icult  aaiftaure- 

aont  problem  discussed  In  the  preceding  chapter,    MeYJf   differ- 
ent rating  foraia   and  procedures  have   boon  tried   out.      However, 
they   ere  all   siiailar  in   Meet  eech  is  essentially   s  means   of 
obtaining  s  written  description  of   the  re  tee    in   teraa   of 
trait a   o  a v lore  pre  euried    It  m  pres- 

ence of   thesi    traits. 

a 

The  raoat   si    el;    used   rating  fora  ia   t  ic   rat- 

ace  le.      In  its   slnplast  fores  »s   a  .  A,    it 

: ists  of  a   list   of    t  ed 

scales   opposite   each  trait.      Qiu  - 

re  sent  a  poss<  eel  an  of   tiiat   trait    to  a  aexlmuai 
the   o  .  te  en  I  corre>  to  ■ 

The  fora  Is  used   in  "chec  ,    or 

a  point  aoaiewhere  along  each  trait  scale  which  ia  judged  to 
in  Heat*  Met  .e,;ree  to  w'.ich  the  ratee  a a* a* ■tea  the  corre- 
sponding trfcit.  This  bulla?  up  a  deac  e  retee 
In  teraaa   of   Mm    traits  oerkt    . 

As   stfited    la  UM   trait 

scales   represent  I  aa  respectively 

of   the    Indicated   trait..      But  Mil 
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or  then   this*      It   is   core     -        actlce   1  -     14m 

I    i    m  for  the    r  I.  .     >ice  oi1    the    spat   to  be 

chocked   on  or'  .      ?•    .  #*««Mil 

of   the   trtitj*  are   indicate.!  :.:  ale  along 

t   trait   scales.     T  iraber  of  lab«l&   is  usually   three   or 

five  but    it  :aay    be   MUM    or  !••■    than   this* 

Ida1,    writ  u  1924,    reported  that    tao  taore  ato- 

ture  en  "i   interested   judder;,    sm«a  febi    '.  wee  a  well   de- 

fine!  o;je    sue  '       etnaae",    c.    Ii    .  rof Ltably   use   a    Mali 

of   seven  class   int        I  lsf   whereas,   %h«n  Um    '         c  Mia  a 

one   euch  aa  "tact",    or  when  the    J  .         .   v<ere   ic^iature 
or  lacked   interest,  tlaas   intervals  could 

oleflrl  iiahed.      f.yaonds  approached   the   question 

fron  the    standpoint   of  il*M 

vela   wnloh  wo   I  -.vide  HMUmm  rellaoillt.  a  son 

full  ttM   of   t  udga'a  powers   of  diaeri"  t   re- 

..io    s  f»le   beyo:.  «    ptlnt  where   thoee    pwyi  would 

eeaae   to   bo   effect:       .       n   accepted   st   permissible   »   Ioik    of 
reliability   of  1.099;*  due    to  coarseness   of    ,...  u    .        roa 

cal  Ions  based   on  tr.i«,  m%  "In  construct* 

scalca  fur  vatlftg    traits    •! 
bar  of   cl?j  vola   is  7."a 

qstiaaa  number  of   acal^  Laiona   la  five,   while  a  Kore  recent 

discuss!-   .  ■  ofi'  «  ooama.'  Iht 

best   6  irically  .al 

nuabcr  of   steps  •"'* 
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The   spec©   on  the   trrit   teftlti  Ma  Lft&ela  r&ey  be 

gradir  to  MNalt  tfl  I  utlnctione   uotwaan  rsteeK.      .'low* 

ever,    tiv    value   of  t\e.  •  IviaioaJ  of   %  ales 

la   Jeprecc:  for  the   seme   reasons  or 

not  u«ia.t:  lae     as?  slai  *'als* 

Th©  locals  used  ssay  b«  merely  ©v*  1  in ittfi  ia   sue 

as  "•Jttelleat " ,   ■goad*,   and  "fai:  fin        /■•— 

e   la  tc  i     plej    A  aflat  *hat  is  ex- 

cellent,   a-  what   la  .  - 

f  orraa  is  I  I  '-  , 

mor**   f  later,  r  re  a    I        » r*>   o  .   rating 

aeries    '  er  1  .    tlv©   rather  than 

evaluative    tema, 

la 
lag  of  -markings   on  %ba  g  is  tuttiel* 

slbility   of    the   oentrr.l  personnel  agene    .      it 
siay  be  ace  >  :,  llahatJ  jf   several  *«;  3,    to*    -oat  eosuax 

of  vfcl  111   bw   referred  to  ocy  ji'lle  B   di- 

rect  c* -lculr.tlon  jaatho-1,    trie   ,;.re;-.        -  > 

i. 

lie   ^i-ofll.-    __ L       In  this  plan  the  laarkl  ..-n- 

verted  into  e  profile  b.    etsaplf  1  lines 

the   ]>oi:.  *  fa   trait   rcale    0/  a 

alalia r  flgum  on  a   ajpajtlall  1         rofil-  M  .        u© 

graphic  present         aa  of  lha    Individual  set  mm* 

tees  isey  be  coopered  with  eteuJar'i  profiler   an  .  1  ■•- 
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uels  atj-  be   ranked  1 
ir  profile  & 

irrofiles   ere   useful   La  deters.  ,>f 

en  iiidiviiufil  fa  for  vfelOB  Lefi        >ry 

prof  lit    be  a  uee:i  Jet  .  ,  .  to 

pr*ctic*>b*J:    \  .  .  of 

U*4i    1        1    ,    i  ,.  any   atf   &   iiunber   ...         jfllea   would  be    set- 

lefoctor.  .  in 

the   re  tin:.  level  .:ere»  .. -.s   oi 

Attempt   ti  ."lies 

for  Havel   officers.      It  1  th 

-c    leeie:  L- 

srt»'-  .  a© 
asset: 
ter« 
-^  -iiroc'L   c                            <■ myotome 

spec*,  .puts  .reetly   o 

It  U  I   little   u*h 

e   central   off i< 

.. 
se;  ,  ,-lif  jlns, 

•■  - 
ie 
'.- 
bill  . 
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■  aarka  oo  fcaa   Indivl  lual   trait*,  fort*    h  a*» 

aarlcitl  values  by  mm         lag  ©!•  itlllaatart. 

or  ath*r  sui:  ■«     Thttfio  1   trtit  acoree  ere 

con,luei,    la  sccordauce  with  f  eajirtaaj  bay,    i  I  over- 

■•■ ..  .       ..    •       urtt*   aaearlbae1   kali  aataad  tad  ■  pafiaaaaaat  atf 
It  la  which  ateaalla  «.  taking  off  the  ■ 

ti&*i*  aeorliv,   rati;,  lar^e  nuaibera,      fmual  rou- 

'-.it      ece&e    tlsae   er*J   cm*.  aai:i>;    tot.  I  eaaivt*    -le- 

gree*      Thie  aal  seriously  frea  their  us  j»  th« 

tfsvy. 

u.'-     i-.t-    :. ._.__.•     •oat*  Immbi  niasoers  of   ration*  are 

pi*oc«ase  t,   aearlaaj  ay  I  iaX  Buaiz»eai>  Mi         o« 

Cotporetion*s   sea  id  not  mC  it  sccurRt©, 

but  aXaa  economical*     la  order  Mm  -i»  aye  tea 

the  acr-.a  taust  be  pieced  an  special   sec    I        sheets,    1 
•Eiall   spaces  asaajKaa«    ualttg   special  *  elect  re?  r 
/-»   tuc   cheeta     Biov*    k  l  aeakinfc   »t  a   of  about 

per  a->or,    eloctrl  laaat  peee   over  the  a   I        ■-••ogister 

ipulse   ea-.   .    ttjsj    |ha;  of 

•  ...  II  .      ftaese   lstpulaes  actuate   tne   aeori 

tabulating  aachafiictaa   of   the  aacbiae   which  aratfaaa   ttat   sought 
after  secret-.  1   acoriug  sheet  a*^   be   »«per«fc<?   from 

s   retlag  bleak   or,   es    1  cue   ei  -ssy's  n«r---   .  , 

■M     .    La  AafN  ,  i    eer^e  piece 

of  paper. 


•**  i       > 
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•hit* 


The  overall   MM   scores   obtained  bj  ■  fore* 

going  saet.*o  .-.   csa  be  present  of   several  fora#«     Tbor 

a»5'   ala^i  recorded  as  maseri  raw   i  j  ssav 

bo   tw»nsl»  tod   into  letter  scores   such  ss  A#      ,      T      , 
etc.       -to.-   p#i    Ijlllties   ere  percentile    ^.urea,    St  or 

a  scores  or  slsiply   rook   order  positions* 

.«  nunerical   »cu  lie  is  not  «  nxviod  end 

result,     AutUorltlos  generally  feel   Melt  NNNs* 

entlj    attainable   In   rot  I  f  vo  saaantag 

to   i -iffereacea   ia  aynerieol   scores   unless   those   aiffarences 
ire    r-  .  .fin8  asms  oBstiiut   rei  al 

mtlagi  BHMsrlooJLX;  I  in  flag  s  range  end  adds 

I   II    Is  be:  ueo   ratings   of      ,    ,    ,    ,  K  than  to 

try   to  explain  why   one  «an  1*   r« tod  840  and  another  249  on 
a   scale   e«verl«itf  a   range   of  ££0« 

■  a   stop]         .-ocodure  end   Is  eaall  stood 

one,    but   It 
Bnrtt  call*   attunt.  La  oooknesa   *.'.  **ro 

Is  nothing   to  Indies  to  whet.  •  between  successive 

Hill   of  renUa  ere  eq.al  erwiea,....    .» 

Tba  percentile   ooore  •  e  a  ei 

c-  .  .  ;    .  !    -  .-     .  I  la   re*  ■  i  a 

l-..'    ..a  t   r-. -C..I-.  x-  that   I    differ  nee   of   ft   e    aareontlle   kialto 

•lc    of   tno  ■    %« 


-   ■. 
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V 


n*-?o    mii'X 


Au  I       .:;      , 


Hti 


.-   ....       . 
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difference  In  rati.                            tasie    ;  If  fo  react*    .1  ,1* 

r»#                           .**  eft ally 
understood  by   tue  |ti«M  w'r.o  It  not  faisillt.  acle 
of                          ,    a   neural   «/■"«  frto  fl*tn   thin   ,'t£f»  ■   val- 
uta  between    i           i  i  lie   of   1  . 

•Fg    oil   s  acorea  ere   full?   eaaj  p  end 
aha;                           utility   la  kaal   ttoty   !.:»n  be  sfem^    . 

Trait*. 
It   i»   tfcviaaa   t!:«t    acme  qualities*   are  more 
to   MNtll   la  Mm    p« ill  job   then  ar«   otnera«        *.-o«u«a 

of  ttii a  it  li  laairable  to  «  .opt  u. 

which   t  m  w>rkt   o  asore  lapo  sre  raade    ■ 

"count    <ore"    In  MM   ©ver»all  te   on  leaa   ia» 

•tent    tUm,      /  iift  we;         lag   ia   fccc©;ipliai*«<l   ay  i 
t<i«  a&ifci  o>'<  3<il«c  ralti  rowaar  -<aa* 

derail   t<        .  I  "; 

gree  te  p  t  \  m  ■  Ml  1 1 1 . 

at  aaf  ■•  »»*i  a  «pa    let* 

•Xpert   Judger.        .  roons  *  ' encad  of 

aha  jab  for  *  Mm  la  oein& 

parat«l.-    to  «■«!£&  aUat  Umj  ©oaaider   I 
prmptr  en  •■  »>«      Tbm  m&- 

die-  ai^aat  mellj   *raunaa4  off   to  t 

eat   integral   val  .'  ,      atvaaa    t 
U*  uae   of   thla  proo<  .  da- 
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al^n  situation**0     Ajavt  olvee  hnvifug 

the  exr-  I   DM    job's  |  ijtftl   traits    I  of 

tbeir  I  Fr'xa  these   &waluations   »  o- 

,    ^»««u  is  mpi 

tioned*     I  .  was   u.  **  whoso  *p  of 

experts    MMkl    UM   Mfc*J«B*  Appear  ■.  ale"    technique   Of 

.   Km   '/hurstou*  looking  t'lelr  weight**     It  lie 

appa rent  than   |a  ii^e*  J  -cottar**,    *a- 

.    of  w  4   1«  Uased   Oft   HM   "f*e<*   tell  if  the 

trait*   0*iuv     c^  red. 

•urtt*2  offered  s  of  <U  seorl 

weights  b«»6d   on  the   reliability    wit,  •*  way 

be   iuJj|(     ,  mi%   Ik,  eateut  oX  eonc  >en  two 

Judges   i*  est  last  in*-,  the   eon*    trait   or  the  -to   of  Igm « 

wont    uetwa©  c*a»ive   estisaate*   o:  sew©    trait  by   I 

M&#     J  I  •       ie    <* 

..    .  |     HMWf  »n  ht,   en  tti«   ess  usi.pt  lea   1             sitioa   it  la 

difficult    k(  m  vs~             ,    Lt    la   btlltl            -si  wl 

tbe  mora    reliable  tralta*      ft******     »    is* 
iters   closely  a&oag   tfoemselv..  a  on  seas   trail                                   , 

.   tsy  at)  s  vtl^ht                                          - 
late  were  clot*« 

the   r*»  %  i  ■ «        :    . 

..■••               ..  H**l  t.-si:,-  . 

The  eri  sasi 
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the   rolls  ill  it;/   of  t,    altb  all  lity 

is  dependent  ill     LXlt*f    heavily  w* 

tnnt   fcr?  it   seems  likely   t  «   re  they  t  .  ter  I 

totr.l   vplidity  of   tiv  .  Ider  ■  I  ex* 

trene  altuet!.  I  trait  watch  hi  ee  with 

•at   reliability   (Tor  Instance,    vita  of   relt- 

•bil'-  .         ^.  lalu&el  relet -..jn  t         o- 

flclency   on   the    Jo   ,    baa   b©«.  led   oj; 

vnlue   hi  •   it,   uo  »<  a4,  weight  la  assigned! 

Heed  for  Control   of     el   utiae; 
Utile  a s   ape c  lei  precautious  era   t;   1 1    ,    I  rent 

traits  »*y   become  weighted  in  a  matter  not   Latei         ■      "If 
I  are  not  conai^erin     taa   variability   of  the    .  on 

each  trait,"   v*rote   Tiffin  a*         tuiaar,  trait   of   ler 

inportant   actually  may  be   receiving   the   heaviest  ealght*** 
•  ••   heri  co^binin^   acorea—   re^ardleaa   if  -;■;:— 

ay  weight   thezaselvea  automatically   la   proportion  to   their 
respective   variabilities  —   etanierJ   deviations."^  Jin*4 

subaequ©     . ..  eaoaaa  fully   and  gave 

axaraplee   shoeing  how   the    standard  deviation  affects   the 
wei  ,    ai  tue   extent   I  a   ooa. 

overall   rating  ae;.  ult. 

The  authored  reaoac.t:,     c^trol   af  weight!  ,s- 

f eralag  tr*it   rr.fc  {at-  oh, 

aa  axi..-l<  lied  .  fear 

.    .-acy   rea       .  z    ■  !;r:  w© 
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totaled  for  each  Individual  to  obta'     l  overall  i 
score, 

A  simpler  device  for  correcting  aco        I  ereby 

m 

controllin,  weighting  was  aug£©ste<.'  Iford  .-» 

of  a   .  kg  stencil   with  divieiona   spaced  .     The   spec- 

1.  Id  be   baaed  on   I  Ifferenee  llatrl- 

bution  end   the   averare   of  the   Mtttftl    llstrlbutlons  of   the   scores, 

vpnt  £••  of  Graphic     cele 

The  chief   advantages   of   the  graphic   rating   acalo  may  bo 
briefly   atated  as  follows.     First,    it   liata  all   of   the   tralta 
which  are  Ml   Job  $&  j     1  ..  .■;:'.•■;.  la ra- 

tion of  each,      Second,    It   is  easily  understood  by   raters  and 
rateeo  aliks.     Third,    If    It    la  not  too  iMgthy,    It   My  be  fill- 
ed  out  en!  used  without  an  excessive  expenditure   of  time  and 
ene.       .        ou.  t  .,    it   is   relatively   easy  to   aco  .id  is 

easily  adaptable   t  ae   scori:     •     And  fifth,    It  provides 

a   arecific   picture   of   the   r^tea'e   atron^;  and  weak  points  which 
la  useful   to  the   retee   and   to  management,    as   has  already  been 
diac^eeu   under  "GV  .       ;s  2   a  . 

Disadvantages   of   Graphic   *  cale 

Tha  graphic  scale,    though  extensively  m<  because  of 
Its   import*;. t   a  2ventegea  listed   f.  ,    is   subject   to   nearly 

ell   t.ic  arro^h  of  a  psychological  origin  that  ar«  likely  to 
occur. 

Failure    to  ootai;i  i^ru^:  of ..  ._;.■«       ha    ioal  ly 

erved  s  a  failure   o.i  to  produce 
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a   spread  of   Fating   ecorea.  to   ■•/»    tuey  fi 

tain  BWj  ^oxiactl        a  no:-  llatrl  -«# 

Thorndlke  wrote,    s...  variations   In  any   single   tr»it  are 

usual'  ■«      .  • .  the   vari*  »r  a- 

round  |M   an  i  an]         *o   type."         Ha  wae  referring  to,    (1)   the 

:    Will    a:*j      a  I  I  M 

evora.  ^roo  or-  v&.  Ly   ao,   while   ■  fan    I 

will  je  average*    and   only  a  virj  fan 

grc  avapaa*  at:',     |    )    Ifta  I   no   at- 

or  alaaa  t  vm%  tinuua   [  -       he 

istlcnl  ex^reealon   of   thle   distribution   la  *uasiau 

11   abspei"    curve,      '    through  treatment   of  tUe  cufiracter- 
tlcs  or    Mala   curve  way  be  found   in  Adkina^Q  or  any   at,  n  lard 
statistical    te;.t»      Psychological   literature   la   replete  *slth 
furtv-r  discuaaiun  and  accounts  of  ex  antal  daaonat  aa 

support   af  the  no  nasi  diatrlbuti  .  , 

*rs©*   on  service    .atint;  davlcea  a 
e  view  tba  rl)    aiada   service   rating   Boora^  will 

ratner  clu  I  n#tta*a  I 

AB  lag  exec  aa  unanl  ad 

above  My  oe  found  In  t  . 

ttoaUar  f,  ,18     These  writer.*  feel  so  cell- 

aurva"   type  of  diatrlbuti  an  la  to  be  expeated  Pit 

iover,    lis   quite  or*  :ente 

anas'  on  clei:  «id  »r-  :-   - 

tii  euaviors   ai  :.--;;tlun  dealt-  with  ia  c    r, elected 
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one. 

In  saying  thst    there   la   8  fei^  to  produce   a   spread 

of   score  a,    reference    is  MHtt    to   the    tendency    of    retan     to 
mark   all   n  teea  .      This   tendency    results   In  a   skewed 

tributlon  which,    if  wo  follow   Mm    8MMB  if  paycholo   icol 

inion,    disagree**   with  reality    wm4  snakes  necessary   special 
procedures   to  prevent  uncontrolled  weighting,    as   eai  raentlon- 
tarllt    . 

The  pro. \\        of   reliability.      The   very  f  orr.t  of   I  .-a- 

.c    rat  in      Black    ten;;,    to   increase   the   reli«ioilit.y   of   I 
rat:      .  stparf to   tarns loar  a   of  each  trait, 

■   tenJencv   to  rcte   on  the  baela  of  a  recent  event,   sm  attl- 
o,    a   preconceived  notion,    or  ufllo,    is  la* 4   to   aoaa 

extent.      It  is  generally  agreed  that   the   resistance   of    the 
graphic  forwi  to  halo  offoct  may   o«   increased  by  arrrm  .in.;,   the 
in'iivi   usl   trait    seal?--     t-  favt  lb  altar* 

nste  irro/ulsrl;-   treat  the   right  to   I         .--ft  ei  scelea* 

Juciue^^  recosaaaended  also  elimination  of   all  gradual  J  jS 

trait   scale;-    (I   v. .  labels)   a  . 

unevenly,      These  aieaauroa  to  ra 

the  labels  on  each  indivi iual  trait  saala  and,    it   I  I, 

consider  tl  >re   carefully  before  .        urtt  * 

Guilford  i   to  cause 

.:  all  rata*  Tore  the  neat  trait 

ra4« 
[\xt re  a  ate   shea!   ...        .  ;  sec     trait* 
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The   c  :*  object!..-  a  pla;-.    Is   Ita   eurjU/oraoneneaa. 

Ar.  pact  ice 

thought f 

h  trait  aerie  .'-•.'.  laf  aeeeittl  kh* 

ratea*a  .9  »ar  . . 

Lan   tt«  •.':,    ;  i  II    to   oheHMV 

it   Mil    waa   b*ao(3   on  actual  M 

ftubjectiv*    Judt  -• 

The  rating    :.  ,a€>«i   i  ...:..,    g  Tor   of- 

f Icara    («n4  das  .ore  f all?   In  *    *uoeee->  r) 

atrivef*  for  accuracy  ej  kg  e  «tr*.  or  eech 

re  tee   la  v  *y    obae.  j&a   Of   i  leant  be- 

haviora  Mt   recorded  by   cheek-...**  rkia*   la  epprepri©        •. .  ae«ii 
At  fci  p«rlo  la   t  »e, 

«:i)ns©;iJmi;   of   Mm   MHftln&   record  la  ,af©rp©d  to  a  ijra- 

scale   alteet  vfctloh  bee one u   fcha   official   rati  ig« 
Error«  failure  of  tu©  re 

.a  ;.u»t..'  It  nassea  *©$    be   reduce. i   ©J    i    ;  ^ 

.- 
cat«   I  :.ci   of   fctMMH    t.  .  li  will  also 

reduce   t  Lt  to  I 

to  whet  ova;-  ko  as  a  ■ 

parti  tral; . 

9Yf.  it  riajaea  wea  de.moaatre    ■  -aoell 

axpa rlaaatsll.'.     I    cl  io  as   I  w   raa 

mmy  MJ   found  in  the  wrl.  ■  »f  Marble®*  wf*o   i  t, 
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■While  it  ■  fiMsc  I     a  met'  ml4mr 

<ete  *  :    If   'reeo~.  ..uiy 

be   relatively   amre   ai&ple    to  e&reo   on  wtl  ;h* 

©Uc;  .^ea  la  terti  pv*bl<    I 

by  RgVMHRBt  a   eoopu  ..  .oae." 

A      ^     ..  ;-^_      ,  ■  -  -     '■  ...  .  , 

uala..   trei>.  I  %M      ..  Jo~   « 

lap'.  i%   uo  miiti   la   It  ft«jdf    {-  making  the  I  £  de- 

vice m4  procedure  &»  reliable  as  po»L  .  In  at 

Will all   to  l  lit 7  erst   ea  ily   inadequate    In  taoat  c&aaa, 

a*   v  ill  be   diacuaeed  in  the  next,  .  - 

ta  era  denied  tbi    lustupj    „.  .ag  itesaa  I 

ally  dji.i  MMt  raly   on  llaf   judgement  of  M 

tio...  .  otueal*    ia   t.  if    itecaa  I  ^J^ed 

be  vfcll  -   (fetid  v  tam  t&uat  t>ye< 

and   import  to   II  a   reliably   r     t.    ,       Ml   ovc- 

all        ■  Lag  vll]  .    .  i      iecXi  , 

aervatlonii  Lial   tbl  ^enex-ally   accepted  a  a 

valid  iX  .    can  .**  <au  . 

A  mora  prssciae   steto.ao 

vail    .    .  ,  aaj  ..&ai&e 

el  ronaer-  to  th«*  letter,   ■  ..van  by  Adkine  «  .  ote# 

•Thue   it   ia  oleer  I  .     ,    i  I   for-  l  .  I   valid- 

coefficient   or  a   teat  ■»•■• 

I   PftUft]  cueffi  .b26 
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.3   to   aaoure   Da  ap, 

itiaa  afcvc  M    in 

.  thi              ic   aaale  i  .  ,       'or 

[\kt   a  nunbe.  mws  b<                             I   i» 

any  cau.  .        tan  rev  ,                     *  i*  ton- 

aiderad   la  limi   of  c   :  trtii.                              ■  ec  iu  tb* 

..aaiiad  prop*.  I  .  ■-.-» 

gorizod  in  one   trail,  ocasa  la                                  *  reisain- 

.   ■                       .  all  ai  i 

a   rati.  ■  m  .     fiTfla  au^aa-.  a 

ajaj 
-Ion  Tor  a  rating    l  I 

Category         toro+nt      i   aj    r*te>*4 
in  the   cEte»;ory 
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Bext  hlgheet 

20 

lit 

40 

Nazi  lowest 

to 

La  a«t 

y 

ToteT 

Aa  a-.owo  1  ire   1,  o   37,    I  sea 

tha  ball   shaped   curve  ."i. 

If   can*.-  ;■   executed,  .it  ion 

aystes  will   tan  a   vail  .  :*o- 

v!4ed  a  largo  nun  .".?©«  ar«  % 

aserit   of  the   employee t   under  eny  one   aupe  ot 


ae 


-*l 
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Categories   of  Prescribed   Distribution 

Figure      1 

ION 


cover  trie   entire   ran^e  front  beat   to  poorest  l  -ed  with 

the  SMUrlt   of  fall   t-'i©    ■%*•»  MpflUpMNN       -•'    W»*l   ■•#•  ca»e», 

e  skewed   Jiatrioution  for  the   »»!■!•   of   one   or  HI  -e 

eupervlsore  t#o  proper  xar.  t.  x%ml  dls~ 

trioutlons  would  work  «n  injuatice, 

ie  aaalgniaent  of  ftsvftl  peraortnel   ia  ■  -ntlrely  ft 

randomised   operation,    particular?  whftn  detailing   •  ,    and 

it   ia  probable,    therefore,    ttiftt   there   vlll   lM   differences   in 
sserit   of   the   officers   la   on©   ccuaraanu  froiii  tnoau   ia  auot 

I  ;«r>    tne  pro*;  '   rotation  ox  frequent!  a  a 

•las  moia'oarship  of   groups   of   officers,  auae   or   cblft*    any 

plan  of  forced   iifttribfttisfl   ia  untuUsulo  for  a  rat- 

ing ftystWa* 


•. 


it  l 

:9l«»        ?ulfc  Ig     IB 

as  a  fomal 

";. 
r.a  a  si.-.  .11 

quality  as  "Jot-  p-  saottJ  It 

«*7  be  p^rforu*-  of  several   t  ~>ion«      It 

ia  not  afflicted  with   the   error  of   the    skewed 
since   It  .*  rates:  :•  of 

callence   ralatl 
are  actually  "axe*  l9t  9i  , 

7  .is   ay^teu   auff'  *e   sa:- 

noes  X*or  Havv  u- 

,       .la 
BfJ 
be  equal,    m  ed 

Ml    :i  iff  or©  .';■..  .  If 

(see  pass*        quote  J  fr^  •?)« 

. 
It   is  relatively   eaa,  van 

»e  baev  , 

•5  jaean  of  t  . .       I    I  ,  oeja*e  If* 

.    .     An  a!  .is  a] 
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Corapfcrleon"   in  whic!.  :vi duel   ia  cotapared   I  *n 

with  evi  r.     »t         ,     ir;    I  Blag   rstwd,,    and    I    judge 

la  siade   At   each  comparison  fts  .      Fro* 

the «©   Jud^esienta  a   ralfale   P*9  ior  cr  oted. 

A  a  in  the  Hank  Order  Uei   o   ,    h  .  .j  a 

ain,,le   overall   quel;  on  •   aeries   of   s  1c    t*«l%8«     An 

application  of   this  isethoU   to  an  actual   rating   ■  ion  «ai 

describe  La*ahe,   Kenhart,    end  J4cCoraiek.   °     Hating  ware 

obtained  with  a   report© J  ivern ,.,a    reliability   coefficient   of 

The  saethod   of  Pal  re  i  CoR&periaona   ha«  an  additional  ad- 
vantage  in  that   it   off  era  a  means  of   arte,  a 
valuer   of    I  .        Lfferenca*   Uetveen  adjacent  peiru    of    rcnka* 
Thuratone2*  ana  \*%4          llford^0  described   1        ©tail            :>ro- 
oeaa                    .      It  ia  a  wor..               .     aetla:                              ire 

aealin^  lteaa  for  iM   on  an  att...  aoal*.   Uut   1*  i; 

to  require   too  MMh   tiuw*  for  practical   us*?   in   scoring  rati  ,    :« 
Furthermore,  oduot   el        .Ia  M  Lag   i*  an  order 

of    .  ■       .  ,  ,    as  w  have  ,  yea  vi1 

.'.trluution*   a    real   riak   of   injuatiee   to  MV+ata  riteea. 

There   ia  a   aerioua  diaadveint*,,*   attache.?   to  the  Faired 

*1 
Conpariaon  Method.      Guilford        ■■— anlai!   that  it   take*   i 

much  tine  and  ia  "ttirj'r.  ■    t^    Mm    Judgee,   and  reported   that 

amen  investigator,   L.      itoer,    in  lii'^4   criticized    the 

at  thud,    after  trial,   alao   on   the  grounds  "it   took   too 

tauc  a*,     A   tubaeq-uent   »||p   of   inveatigatora   have  expr«i 
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Stothexaatlcltms  AM  IMM  ony   MNFta  -iaa» 

of   o    .  I   each  i  .ia 

group,   MM  nustbar  of   a* pa rata  pairing*  la  glw  ?w» 

let35 

n(n  -  I) 

wbara  n  la  tUe  total  M^aff  of  objects  tu  ua  cotaparad.  HMM 
If  only  10  ratean  are  to  be  rated  by  tula  taathod,  MM  n unbar 
of   aaparata  comparison*  will   -a$ 

If  coaparleone  ara  to  b«  sa»<ie   on  mora  tlian  MM  quality*    tha 
total   auaber  of   ccopf  .a  will  be   lncreaaed  accordingly* 

kbe   ta<  -1  excellence   af  Mm   N  I         Cooi* 

parlaon  ,    1        I  I  ^oraonenaas:  prevent*     nlde   u*«   of   It 

an-;,    na^ltd  wit!.   it*   Inherent   rlelt   o.  ice   to  certain 

ratee;  ,  pa   It  waemltable  for  Kavy  use* 

MAK  TO  MM  LB54 

The   Man  to  Ban  HcaX     *a*  developed  by   I  ONHMI  of 

■  1 1 
aicuittx  ..  ecrch       and   put   to  ox tensive   uae  '/• 

Away  In  1917.     It  was  dlacardad  U  UM  N        M  graphic   acole 
and   la  acntloned  hare   only     eceuae   it  aarvad  I  •  proto- 

type  froa  I  MM  aoala  was   dev«loped« 

The  Man  to  Man  da v loa  required   |  trait  or 

quality,    the   r&z*r  aat  up  a  aeater  ecaln   liatj 
of  actual  persona  kr»o*n  ti  ■  ■  ■  tlaja  olr 
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excellence    la  MM   trait.      Rati  v>naleted  jaoparln,     the 

rttii  *i  *eee  naat  ealea  end  aaalgnin 

act  sens  on  the  1  raaa- 

tar   scalee     i  M)   reaeublo  1   the  Bate)!   do-  1      . 

The   tcu.     ox"   constructing   these  aaster  ac&les  proved 
too  laborious  end  thia  led  to  the   adoption  of  the  gra.-hlo 
scale  •feial       fratlttttas  ft  a  •OTqpnrlson  of   fetM   retee  with 

A  master  seal     or  act  lo 9   a  comparison  with  a  acala 

of    »%i  Ised   traits   or  descriptions.      T big    difficulty   duo 

to  tlic   master  scalea   la  a  real  Jiaedw.  in  the  practical 

situation,      .'ttcause   of  this  end  because   there   ire   be  -»aya 

of  rating  one's   subordinate*,    the  tt&n  to  Han  Mi  thai  la  not 
auit»  or  Hmvy   uee# 

CilECK  UM 

In  1087  J  :"  rob  at***  I#0MI  research  to  da  vol  op  a  n«w  typa 
of   ra     :  .    .  ■    result   baa   been  described   «a   a   "cliech   liat" 

bacaus     of  ita  .     As  ahown  In  a  Lk     ,   it  praaenta  a 

aerlec   of   dead         .  -a   ttataaaattta   wit.  iaion  f»J    the   rater 

to  ahaate"ejsrk  those  vbieh  arc  appll cable  t<  mt#a«     :  cor- 

a  have  bean  determined  by  expe-  or  Hi!    itaai 

and  **M  of   the  wights   §j  iteaa   tlstehed,  s  placed 

la  the    scoring  f#MM|j    (ft*,  at  developed  b^   *  trial   AOd  error")3" 
yield  a  numerical   acore  which  is   convert*  use   of   a   taola 

o   of     tan  letter  ^rsdea* 

A  nuwber  of  triala  of  I     -.vice  uei    ,.-o.      ona 
ranging  frosa  If  a  20  up  to  I  •  3039  a  how  I  |      tent  ability 
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to  la  W:\lc.  #i  iocte   KorneX  diatribe* 

tlotis  wwii,^     Fell*;  coefficients  of  +.7B  when 

I  mi  47i>  Ml  +.IC  fa.*  ■   mbXIj  f  geHwg    WIW    Pi    j  U '\^7 

!•  vt.  -oof flc lent s,  with  aupervi  **« 

criteria    r*Aft  £r&u  +#5<j   to   +.  j^     **nd  fro* 

-.    .    for  mvmnty~i  "»su*^ 

extraor  U  Ildlty  coeffl    I  l  I       .  .22  w»a   IN  - 

.  ty  Municipal  probation  Offl««ri  con* 

ference   r^tlnga  «*  the  criterion*4** 

A  report  of  s  &ora    recent   use  of   the  t  type  of 

ac«l#   hfcs  been  ■  naoft*     He  construct©'   two  similar 

fiMM   md   obtained  *   PftlintlU  +«0I  for  one   of   tteeia4® 

and  a  validity,    with  aupervieora'  »s  a   criterion, 

of  ♦.  m  the   other.44 

In  dlacuaal.ig  the  Prooat  acalc,        ite  wrote,   R?ha 
evi   euce    indicate.  I   satiafac  e   aoourad 

t*it      it.'*46     Meaner  and  lin^aley  ale©  .      -  a» 

favorably    tl&ouj  /  warned  of  "striuae   t«.  i  I   weekrwea- 

as"  ileeueaad  thaa  at  e.*ue  length*  -Iti- 

eited  pertlc  method   of  :<jc   of   e«  i« 

the  values   of   scoring  a  ts  aaei^nad,   a  ,   (and 

apparent  .  taeaaful)    fett  vie© 

111  give  a  nearly  noma-  of   MNWi 

baa  explained  4    w  .^ing 

w«i-hta  and  aat    Ma     a  aa    reiterated   that 

he  a      iet  out   tu  i  ice   to  r 
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distribution.   Ins  tea  I  tM  rt.-portt  ,  la  e- 

volv©  a  acneno  that  vaule!  -lace  an  employee  la  tie  service 
group  that  would  be  gene  rally  recognized  as  correct  fur  hiuuM  47 

torn  I  av: 

The   never  en  or  improvement.     Lfl   rati 

devices    lias   le  i   to  combinations   in   the   one   fatal  of  two   or 
more  met  ...    of   rati  .    the   hope  a   annum  t  ion  of   a  iven- 

tegee   would  result,      I  M   addition   of   the  fore*  itlaft 

i vision  to   the   r,ra   Lie    ba  la    baa   been  dlecusee.!  airca  '.    . 
It    ia  usually   at  riling    the    acele    i  ertical 

columns  eav  ld#4   .  t   proper  categorical   de  BO  aa 

radix  /.  •      The    instructions  f  ■  raters   using 

I   fora  may  make   it      rn^atc  t   distribution  be 

follov.-c  l# 

:>e    included    on    the    combined 
forsi.      If    fiuc'i   is   the   ce««  ,    I   o   rater    vfJJ    flttd   instructions 
to   compare    llM    ratee    to  a   list   of   a   proaeribad   number   of    in- 
iiv  La  knoun   M    I        rater,    aad   whom  he  must   rarik    in   order 

from  beat   to  poaraet*     Aa  a   result   of  comparison,    tha 

ratee   la   to  be   assigned  a    rank  equal   to   that,   of   the 
dual   on  the   Hat   a  10  aa%   clc  fcpeli 

I      i   attempt a  : . 

r   to   i  ,  jme    spec  .it 

altuatio  .,  I    rata*.-    wit  ,    be 

me:  .led   to  bava   favli  ,    or  act. -nil  ait  to  ha 

jeot    la   aleo   ftpprweucu   f  \>n   oi' 
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requiring  the  rater  to  aaqaresa  his  feelir.  pro- 

notion  for  re tee   under  <  if   several  hypothetical   con- 

ditions   such  teg    (1)   ft   large   percer.  :  a  pec  c   to 

promoted,    (2)   e  moderate  percentage  are   to  be  promoted, 
and    (3)    onl;    a    snail  percentage  are   to  be   so  regarded* 

Lastly,    a  brief  essay   or  overall  evaluatioeial   state- 
ment alftj  be   required   or  Invited*      In  this   the  rater  has  con- 
eiderebXe   freedom  to  set    Sown  anything  of   importance  which 
may  be   relevant  end  which  ha a  not  been   covered   sufficiently 
la  the   ot.  or t ions   of   the  rat  hi   .      This   is   the  most   sub- 

jective portion  of   an  ulres fly   too   subjective  measurer  at 

most   authorities  feel   that    it   should  not   be    otaltted*      In  ■ 
tion  to  eliciting   Information  elite h  ot  be 

brought   out,    it  has   the  beneficial  effect    ej  In     the  rater 

the  feeling   that  he   has  not  been  n  ted  excessively  and 

has  been  allowed  to  express    Us   pen  ion  In  his   ovn  way. 

This   is  likely   to  be   n   more  tant  co;.  Ion  a®  rating 

tec  tea   of  ■   .no  re   trul  rector  are   devised* 

poglihg  a;; 
.  1  +vl  1   ratln,  j.      ftm  wel_  i        1   o  m  re- 

\.   of   assessments  by   several   judges   ce  m  accurate 

appraisal  by  a   i  ft   is   tMN  |    rrnfcii 

prodrome.     "The   reliability    an  -e 

Cruilf  o;  d,   "increase  with   I         Luaoor  of  ."^8     An  example 

of   Um   effect   of   inereasii.  cr  of    Judges   Mis  reported 

Am 
by  Bradshaw  a a  follows j 
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rue  ,  j     e&ente  a»y  Mi  swb'j©  end  combined   In  conference 

Into  e   *  eppreleel  or  I;  hoy  saey  be  faedo    eepf>  yf   with* 

t  consultation,    end   then  ever* ?;ed.     Proponent**  for  either 
procedure  cRii  ae  found  amon^   the  author! ti**   in  tut  field   of 

Mttaft 

Pev wring  Iht  eeaffcr*»uce  oth  MroCuIIou,^ 

end  Youer*^     The  latter  exhibited   t\t*>  I  La  em-     .- 

fii*»su;  by  Lag  rev  ^y  outfit  tee  even  If  ru*e©«»ar:?, 

oeuae    of   lock   of   additional   supervisor*,   with  the   *v  Lte 

knowledge,    to  I  •  a«  tmab+ra  of   the   rating  oowuifcteo 

follow  employees  of   IIm   rate©*. 

On  MM   §1  hand,    to  .     .1,  £lvfi&  e.  fcg 

••cure   tha  edwaatl ;.,e   of  pooled   retinas  by  eve  re  tin 

aede   I  ULj  ,    MMl  without  ^eeloju  tot** 

It  h»u  been  ehown  to  v<  i  connection* 

•r  tollilty   1»  v- 

»r  pendent  eetlaftes   then 

•      fcu     J  l    ail    -  ea    s    corwiitteo 

and  make  e   joint  oe  .  .        «*• 

tovhore"*  Burtt  reported   HM  »   etudy  of  pooled   ju.       - 

stents,  when  t  ..  i(;«,*iantu   of   tool  udgee     were  each  cwrrc- 

Ifeted  with   t  terion  the   I  e   of   the  twe,  ©la- 

Hone  wee  +  »3    . 
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were   combined   into  a  ain&le  figure*    this  e opposite  issnt 

correlated  -f  »4C   »£  e   sriterion.3^ 

Probst's   seal©  end   seconpen^inj   Instruct    un*   indicate 
that   UMlir  Aeeigaev  agrees  with  Tiffi  Burtt.  *e 

provided  opposite  e«c:;  itea  on  Mm    scf«l<*,   for  cueok-ttiarkliig 
by  three   rater*.      The  directions  ^rosalae   that  MJtweV  results 
will   N   ncaieved   if   the   second  end   t  raters  «111   cover 

the  colunns  containing  MM   ciieck-m»rk;a   oX    |    e ceding  raters 
and  perfor  l»  o^n  ratings  un Influe need   bj    t'uoee  i.»«rks. 

heview  of  LStta      Heview  at   Ui   her  eoUelona   of   rat- 

II  I  n     ■     ■  »  Willi..       II      III. 

a  s»ade  at  1©  er  Levels'    is  a:.  ■        t  \ osai  for   improving 

lontn.     As  Btttelaoal  above,    MM   I  3»M»i  for 

re*.'.,       >y   three  persons,    *ith  the   instrv.  a   re  eo***<e  riding 

raters  aake  their   Ju^eiaents  verse   order  of  their 

seniority.     Although,   as  explained  alove,    it   is  intended   thet 
each  perfem  his   task  innocent   of   n.  of  whet  his 

predecessors   have    done,    obviously    I  owledgu    thct    the   rat- 

ings perforssed  by    juniors       will   be   compared  with  ratir, 
jaade   by   their  superiors  will  have   the  effect   of  "review  at 

Ml  ir.   G.  Ar*y,   the  U.  •«  Air  Force,   and  Mm       .      .      '.vil 

:  ervice  each  follow  t  .     j  . ;  <.    iae    of   review  at  levels. 

flpaeea  are  provided   on  their  respective   rat  lie 

action  and   signature  or            rcvlewln</   official,  m  civil 

«rvioo   In  addition  rm  nwwd  and   I    - 
proved  by  a  committee. 
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Wben  preparing  to  Implenont  «  ne%  r  co. 

Away  investigate-      c  ssd  oxporitaenta  to  jtttwrtm   the 

,    tf  a:.; ,    if   itflli  of   ratings*         .oy  foun<l  that  the 
validity  was   improved  a   atatlatically  atgnlf  leant  aaount 
and  t*ne  rafesa   Inaludtd  the   review  procedure  In  their  new 
prc^raau 

The  practice  of  requiring  aub  stent  la  ting  a  •    , 

(see  page  34)   though  Its  prl.  purpose  la  to  cause  careful 

thought  by  the   rater,  raay  alec  be  c una  1-1* red  a  soeaaur*;  to 
facilitate    review*     This   Is   trua  even   la  a   ays  tea  in  which 
retin gs  are   accosted  a;  .ed  »a  Bade*  substantiating 

State&snts   will   ai i    the  central  personnel  agency   in  evaluat- 
ing the   Mf  |   attaching   aigniflcanea   to  those  on  which 

t   subetantiatin     statement*  in  I   accu.uie    ratln ..>  and 

giving  leas  consideration   Ml   thoae   on  amii         :.e   sti;  Iti 

fall   to  support  the  nark  a  tjiven. 

mm  Amtcv. 

The  pre  a  relatively  nei?  appn  prob- 

let.;  tttag   MM    placed   La   re  .,.  .,    In  1S47. 

It  employs  the  forced  choice   tech    .  Uttlpoll  *» 

eequently,  h»&  com©   to  fl**a*  M   the  Aragrva  Haw  Fo 

1         atla&«     It  is  fcae  catCCM  of  nearly   ll  .^rk 

by   .  of  pi  Ists  , 

had  the  advantage   of  carefully   controlled  teats  of  lea 

in  rating  alnaal   to, 000  officer;.'*     Ifee   aecalia  m  orted 

to   ^e    q;ite  ,.,00.1   an.,    the    device  I  e*la9C4»    "definitely 
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auperio,     'co  an;/   other  yet   devised   and   tested   1:;  fulfill i 

■   reqairesaenta  of  en  adequate  rating  ayatea  for  Aray  pur- 
poaea— •••"57 

ffae  forced  choice    technique*   had  been  uae  i  with  aosse 
euceeaa  xeaaupeaa.'.    ,  .   .-'genaan  Classifi- 

cation Inventory  an>i   the   Shipley  .'eraonnl  Inven  &©- 

teule   exaaplo    .      Tfcei-      a     oae,    which  they  *•  Ml  an  oc» 

eeptables   decree,    *es   to    secure   b    true   Measure    of   ftn   individual** 
personality   deapite   the   tendency   of  moat  people   to  eoneeal  what 
they  consider  arts   unde a i ru bl«   or  socially    unacceptable   aapecta 
of  their  personalities,     fbit  technique  for  forcing  the  wi* 
spend*  j  reveal  hi  a  pertionRlity  wa*  adapted  hy   th*»  kvmf 

paycholegi&ta   to  forcing   the  rater  to  reveal  hie  r  lion 

of   the    r&tee. 

A  more  detailed  deaeription  and  diseuaeion  of  the 
forced  choice    ratio*,  will  be   found   in  r.$v  4,  JNkftf  II • 

WMii:  '    OF  TRAITO 

*;athaactloal   0  on  aide rations*      Thua  fa  .v-aion 

has  been  concerned  with  aitenpta   to   lapMNt   p 

vai  of   rati  ,        e vices,    design  of  different 

rating  aet  ,    and  by  various  combinations   of  tifcti  end  de- 

vice*    21*  then*  tic  all;,    it   nasi  been  u  I  ;cr«aaing  the 

length  0*'  «  psychological  nes curing  I    1  '."ecaea  the 

reliability  and  validity     the  formulae  Un  these  rela- 

ys  are   as   follow  a  1 

(a)   The  general  fora  of    I  peenav    -  -jy 
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fornule  l%%n      I    •   reliabill  a   teat   of   i 

le:.  lai58 

r^x nr 


l+(n  -  l)r 


In  wi.lch: 


rnn       *s   *  °  predicted   cot.-ff icient  of   re- 
liability  of   the   l*Agthen«4   teat. 

n  I      ■  ..«   number  of   tiiaea  by  which 

the   test  ha»  been  lengthened. 

r  ia    tti«   coefficient   of    reliabil- 

ity  uf   t »o  teat  hef ore  lengthen- 
ing. 

(b)   The  general  formula   for  predicting   the   validity   of 
a   teat   of   increased  length  lax*** 

r(nx)y  * z— ^ ! 

,  /  ,  1  -  rxx   +  v:iX 
n 


rhlohl 


(nx); 


la  the  piddle  ted  coefficient  of 
validity  of  the  lengthened  teat. 


Txv.  la  the  validity  coefficient  of  the 


xy 


teat  before  1* 


Txx  ia  the  reliability  coefficient  of 

the  teat  befor-e  lengthening  . 

A  basic  assumption  underlvl  formulae  la 

It  **eh  item  of  the  len     ed  InatrtNMnt  moaaurea  aoae 

lativcly  unique  quality.   Kathetaetically  at  assu.  .  - 

Ml  i»  that  the  itoua  correlate  1     ith  each  other. 

In  favor  of     -  ;uce^  nu;.iU^r  of  tr*vl '*>■■,'.  a 

feeling  th«t  .      leale  it*,  .ia 
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WafttlWHai nt  of  b   !      vncfti3#     L&«^h«v   In  oa  fcal* 

act,    MP*  wMw&M  if   jutiw   to  HMriH   M  lnclivt* 

duel  afeffat  Hat  HM   on  MMll  trait  Hsugga*st»  t'.. .  *      ho  saaagf 
different  items  are,    '  alit;/,   sMtftaurlnc  '*©   ae:io 

..••"  The   aeverit;'-r?*r.  I   I  ...  in  the 

atud?  reported  by  BtoofcfoiM  end  Ticca 11  rea;  led  to  only  thro* 
basic  factors   (technical  profieionc;/,  ttental  rind 

Iwl  p»*fl*l*&wj)  |      ..   tfcwngh  the  retina  »'-•<•  -oy  used 

awe  node  u;>  of  considerably  noro   fchi  :njo  lieMt^*     A  &MN 

tor  analysis  by  Ewort,  ree  shore,   tm       Iff  la  of  1120  j» 

node  on  a  twelve   trait   acsl©   ofcusovi  the   investigators  to  con- 
clude  that,    "worker  cosapatono.    wwtelel  be   rated  on  one  MMte* 

•  t«w»   'traits1   aa  well  aa   It  la  now  rated  t  uaals  of 

twelve"*** 

f  ov  &  1^  nit?  r  ntiMlior*     An  anawer  to  such  crit~ 
iclaas  can  bo  found  In  t:i©  writings  of  both  Dingbats  and  at* 

The  foraar.    In  ro^-ly   to  Mai  t— ellf  of  wfep  raters   should  bo 
re*,         I  to  reeordi  trait  tBtlagi  ebon  they  aa  30  iliiia 

ly  with  Mwl  final  overall  ©etinete,   declare*?  i03 

•  ••  all  Jo  £«mnt  Xe  aore  likely  to  be 

cor  root  If      I  it  after  tn*  rater1  a  ot tent  ion 

has  been  foousewd  w-cowaelval;-   on  several  of   t»hw 

c<  •..t«,a  spec  if  lo  traits* 

frwbat  has  coudwane1.  vfcett  tat   cfcXle  "Overloaded  Factor:-",    MNNM 

rating   aoalaa  wnloti  »;•  all-  .;alvo   Mil  ti 

of  ■*♦•■     Mwn-o        1        I  ■  t,      I     hore,   and  I  not 

.'.&  tic-.  on  sjultitreli  if  ac«Xes#     After 
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r©i  ..  led  at- 

lu  a©    so©clficit;/  -  j»©   fl  tmc3  advanced 

J>thas£s  !  -Id   be  a 

.©  walch  was  abor  of  unique   !• 

Li  |  ©t    I  1   sciwno©  for  a  aejasnt, 

on©  v  %<call  ki©asurcK©ut  In   that  © 

Is  not   Dm   PI  fc   single   tfeaaOTMls*,  -,    It   is 

avera^©    (  Ml   otl*>r  &©a«ure  of  of 

T   wcvcral   obsorvatloSMN      It  os«si. 

tUSt     I  .     SC©1©  On 

twelve   o  *   Itouu   to  4M««i*i'©  "on©   o 

tors   of   works r  coap©t©no«    is     ©    sliiili  averaging 

m  roaulu    of   several   observations* 

.3  v?rit©r  was   unable   to  *ta  ef  ©ny  tatoaj 

reliability    or  validity   ©caparisons    ,et*een  rati.  Lea 

era  i   I -lOrteneu*    e#ea«a©    SJ  of   ©  fac- 

tor »  ',»,   an  J  the  lont  MB  ef  sanlai  .  i- 

son  of  Malt  n«t>r  b©  •  fruit.  oject,   it 

is  belle vad*    :  .baits  as  to 

whetuer  »    short  or  a   Ion,;   rati?.  \»  Is   tfte  batter  should 

swe :        m  outoana  of  suoh  a  test* 

A  final   consideration  In  fs  1© 

emerge*  waen  on©  realises  ^  on  M  Li    od 

seal©   of   on©   or  *  ©ill  aff  .  -tion 

on  zaanageaient  o  on 

feasant  of  the  lstt©r«     ■  latamaaj,   on©  of 
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the  r»cto;-i.  Iflitae1  |  re,  an  83  "*bll«» 

ity    to  du    *i  .icut    frfe1   .       It   i:    11  it   MMMm««MOt    or   th* 

rotee   M  Mi   toward  lav  If  Tec  tor 

-aaa  Li  a   i]  iPtoooln^a  as  related  to  job  perf  ortaanee 

MM  tap  B1 

The  Isqportance  MaplM/M  ins>rov«jj»©nt 

was  a  trussed  earl;,-    ..  .  in   (pa^ai  8  and  3}  ai  11 

receive  fuvtlM  r  attention  Intar  donee  1 1  on  *   treat- 

ment ©*    the  pre  -  ..A   fjbea  I  .     bite   re  tee  I  £1** 

.&*a  i?I  M*     Bo  p  fee  turn  i  aer loualy  Ha- 

lts  ...      laefttXaeaa    M  m  Um*  i  tlon  ox 

employee   lxaprovement   ai  ted* 

gftj    cons^.       >       I  -nt.»  I        Mm    Ml     "  |  "  r      ;©- 

signer  reelat  the  bland lshsentts   of   ate  i  of  the  abbre- 

viate h     Mai  plan  a  r;*eny-lt«Med  device   M  the   thinking 

oi*   Mat  rater,   as  aureate  .' aghass  ar.  d  to 

provlio  a  baala  Tor  employee   ltqjproveaent*    *&  Mtet«   ne  te- 

les*,  «,uar  ale  too  lent;.     He  am 

reel  fa*  mi 

fMM  aad  of   Itf  acMiAiat^Nitlatti  Mai  be  mmI  it*      mmj  iaat 
ha  Induce  t  attitude    I  .'oiati 

I  g  fafta  which  re-  excessive  amount  of  their 

tJUea  and  *n*r$ym 

3X9XST8*?! 
*owln^  rt-  :-:i.,_>.   to  .  . -  -  ■  -  :  .  plS    it  In  Hal   objective* 

of  rating  la  the  r*  tlm         M  see   Li©  rati    ... 
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Halaey,^6  Yoder,        ■  t,60  in  co  :jon  with  aaajf   other 


authorities   in  this  field,    ho  ve   ajree-  Ion  ah 

bo  nade   in  ov  .o  employees  to  aee,    or 

be   iafor  m  i   of,    ttttl*  rat:        .      '  cott,    v  io  ,    *>;atUefci>onf 

and        rlagel  also  recosuaendc     l       ost-r  interview  between 

rater  and   ratee   a;.  ft       folio  vr  th# 

rater  to  i   la  pluming  the   interview! 

Mm    I     M     il       tia  To  Be  More   'ffeetive 
On  His   Present  Jobi 

He   should  be  ^iven  additional    instruction  on  

lid   be  ;iven  additional  experience   on 

auch   j*  I  N  

lie   ahoul  tibjeets   as 


He   ahoul  a   hia  attitude   as  follows  

There   is  nothing  more   I  can  do  for  hlai  becaxise  ___ 

;je:.w  r'-:a  : 2. ZZ 

■ore   recently,    /re  strong  wrote   a  - 

tervie«#         /fter  j»otae   dlaouation,  own 

in  Figure  2,    pa,  .;e   C4,    to  .   .    ?   on  the  rat  lag  and 

to  bo  used  in  prepario     fo  w«  , 

fered  the   a  fcttftl  ct  of  rrlaw 

shown  in  Figure   3,    p 

ho  _  . .  as   the  noat  accu- 

rcto  knowledge    of   the   rrtee  .o 

iiaagreement   relative   to  be 

enc  .'ante  re  l«       io  ever,    the  t  often  arises  aa   to  whothav 

1  . t  be   bettur  to  utill  by   the   rnteo'a 

peer.  hia 

■ape  ri  ore* 
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56 
There   is  a  general  feeliug   that   rat  one*i«  peers, 

.    so  called  "buddy   ratinga",    ar  I    supe: - 

visors'    ratings,     Array  psychol-  a  used  *\  "    to 

71 
standardize   the  Aray  Forced  Choice   rating  form  I   subaa- 

quentl,;,   " "herry   and  Pryor  reported  £1.  superior- 

ity  la  "buddy   ratings",72 

An  Array   study  reported  by  Bittner  shoved  that  78$  of 
a  group  of  1000  A  nay  officers  preferred  not   to  be   rat«d  by 
officers   of  equivalent   rank   while  77$  of   these    sajae   1800 

rfft 

officers  preferred  not   to  be   rated  by   their   juniors.  If 

thsse   attitudes  ere   typical,    it   seems  llkcl  t   rr<  by 

one1 a   superiors  will   continue   a a   the   usual  practice   and   there 
remains  oni  problems  o  acting  as  tho    rater,    the   supe- 

rior with   the   most   adequate  kno  the   ratee, 

Hvk-  or  \   ■- .   to   :■  ■  te»     Although  t  ten  no  e.rfcp<srl- 

aentfl  evidence   obtained   to  answer  this  question,   authorities 
writing  M   field  are   generally   In  act  rece   - 

mendatlons.      ft  lsey'*  and  Probst*7*5  for  axanpla,   r-.-.  contended 
ratin..-'    twice   each  year,    \       .  rat- 

In-;:-    in  special  situations   suc:  or 

ahrlnkin.     or  anization  en  ..  jetionar  loyeea, 

Probst  suggested   In  addition,    I  •    j     nd  on 

employees  about   to  be   transferred.      Both  saen  oppose   the  prac- 
tice  of  allowing  an  exoaaslve  period   to  elape        tlma  retin 
warning   of  the  rs*   raamori  .11  be  un- 

equal  t>  which  will  lee  i   to    .ive   undue  weight 
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57 
to  the  more   recent  performance   of   the    rfitees. 

Hat  In,-  -.*  r.      It  has  been   sa^eetf  sorae 

poor   rrter;,   be   identified   eh  t   relieved   of   the    responsibility . 
;    capacity  for  correctly    judging   subordinate*   is  certainly  a 
desirable   attribute   of  one    in  authority,    M     in  Mm   light   of 
that   consider© t ion,    I  uince   of  a   rater  taay  be   seen 

aa  one  neesure  of  hie  success  as  a  supervisor*  PurtL-  ,  ,  rat- 
ings of  raters  would  be  an  aid  in  rater  training  Juat  as  rat- 
in,  e   of  era  loyess   are  helpful   in  employee   train  2  .    . 

Probst   recognized  thG   need  for  locati  jrape- 

tent  rtitere  and  pointed  out   how  hia   rati;.  -111  fa- 

7ft 

cilitste   this.    °  ratioed  "ra.  rsw    in 

connecti.n  v  H  Ian  for  correct  in.;,   ratings   to  a  compare- 

77 

ble  basis'   I     hite  proposed  statistical  aaalyals  of  ratings 
in  order  that,  "...  inexpert  or  careless  rating  officials  can 
be  confronted  vtth  the  sonetiraec  fool!  .ces  of  their 

leek  of  care."73 

THAI 
*e  foregoing  ilacussion  has  been  coi.  ly 

with  technical  improvements  and  lesi  vlcoa  and 

procedures  as  t     elate  to  t  inereeaed  re- 

llobilit.      vali  :   .  ira,  -oat 

authorities  agraa  a  suc- 

oaasful  rating  plan  is  sn  adaqu      *a»  tr 

Tu.      to  the  writings  of   hits  one  i  fallow 

7fi 
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It   is   indeed  now  goncrci:  W  tlx*it   the  ..  jf 

the   ratln,.;    Instrument   la  lesr  intent   then  thor. 

train!;,  the  officer!  valua- 

tiag  subordinates. 

QO  Si  02 

Blttntr,   v  Knor.les,   *  and  Tiffin, w*   to  n  i  only  a  few 

others,   voiced   similar  views,   while  Driver****  even  went  so 

far  as   to  a 'voeate  the   retraining   of   raters   a  orvals. 

:  f f  ect   of   tralntiy;  .Measured.      In  1945   the   research 
section  or   the  An  Mutant  General' I   Office   conducted  a 

carefully   controlled  experiment   to   determine   the  results   of 
rater  tral.         .      The  population  of  officers,    who  were   to  act 
as  raters,   «as   separated   Int.  her  echelon  and  lower  eche- 

lon categories  mwl   organised   into  control  experimental 

groups.     After  all   subjects  had  performed  s  ratings 

(which  were   correlated  a  ainst  certain  criteria   to  determine 
validity),    Mm   expcriraenttl  .ps  were 

course   of   instruction  and  practice    In  rati  .    •      Upon  completion 
of  this  trainin  .,    all   the  nostbara  of   the  control  sad  expert** 
Mental  groups  rersteri   the   1  his  Is  ted  in 

preliminary   operation.     Correlstlone  between  r  va- 

lidities  showed  a   slight   and   conai stent,    the  statisti- 

cally significant,   gain  for  the  higher  echelon  officers  but 
showed  no  consistent   la  r  the  lower  echelon  offi- 

cers.^ 

The  experimenters   eoneaemted,    sfeoi  o   snoll 

ients   obtained,    that  r   subjects  were   ell  tie- 

rs who  could  not  so  classified  as  untrained,    and  cones- 
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59 
quently,    Mm   affect   of   trail. 

r  ae  .      To 

the  writ  .»   that   the   relatively   axaall  effect   of 

training  experienced   r»  I  seen   in    I  tend 

to  weaken  Driver's  recommendation  that  previa L  MMlt 

for  retrsi  raters   At   intervale*   ° 

feet  of   certain  r  qualities  .  more   recent 

■  ■— ■  mi.!,,,  ■  —i.      mmm*      ■«  —  ii w ■■—■«■■—■■■        n  n  n  i     iimw  ii  !■■■ !■  ■■iwwi  immm«m 

stud;  .tockford  I  Issell  revealed   that   treinin 

rating  reduced  the   susceptibility   of   rat*  and  to 

halo  and   incren.  c*  Pella&llltj    af    their  ratings,    al  .h 

it  hn i  little   effect   on  the   rater's  leniency,      Other  interest* 

data  were   obtained  when   aeve     I  raters 

were  taaauured  by   ata  ......   leal   t  ..    tafl 

with  various  **\  I    rutins  p«r£  ,  the 

rater's  mental  maturity,    the   raore   rel:  I   lenient,    and 

lest;  biase  rati. 

pect,    the  Jaore   Intelligent  r  rater 

trainl      .     I.-;.:'.'.    ,    t  Reive  0oa»» 

dninlatrative-Supur-, .  nteroat  factor, 

aa  determined  by  I  a«iar  Preference  leni* 

ent  t,  iaaed  will  bo  the  ratio  by  hi»»®* 

It  appears*   then  t  I    assumption  that  rater 

train  la  a   v    ,  a4jua  fM 

out  by  *aat«     ffcarafata  aa  at  nat         L  should 

be  *r« 


... 


• 


60 


ce   of   Kntav  Training  Fr 
The   decision  a  a   to  stoat  ^esis   on  th© 

determination   of  stoat   are   Mm  M  dffion   rater  errors,    since 

it  is  to  .  orrection  of   these  that   the   program  should 

be   aimed.      ]  ecauae   t  frequently  c  rrors 

have  been  enumerated  an        iaouaaad  at   «o«e    I  as  pre- 

§art1ll0  chaptor,  detailed  Here*     Instead  th* 

tsiaa  vill  bo  Halted  to  the  trai:  opor* 

[he  >f  tb  t 1  iv: .         «  no  at  suitable  starting 

point   i.  rater  train  J  .-am  Is  emphasis   on  tb        -  le  of 

the   rating  device  as  a  measuring   instrument*      In  this  ect- 

objeotivea   of   rat  In   ,    Sa      Iscussed    or  Z        .1  4, 

she  e  laade  clear  to  the  raters.     The  done*  he  rat- 

-.   as  a  means   of  personal   reward   or-  punl  shine:.,        ould  be 
eliminf ted.  o  value   to   the  Hav;  ,  Hat Ion,   * 

1  aaerus   from  a  sell  designed  an  <od  rati. 

:.«a  sb  be   stressed.     Conversely,    the  ham  to  the  Vary* 

the  Hat  ion,    which  vlll   result  from  a   rati,  I  whl 

has  been  invalidated  by   it  as   I  lacs 

shoul  te  raters, 

ution*  •  ■- 

ae: 

ah.  . 

strata    its   truth   shoul  .  9#1« 

in  (aval   officers  i  s   avc*  ,rl- 

ue   to  the  llaval     ervico   ah  show:-.,  .a  are 


»:-»i 


.~ .,..._. 
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Gl 
cl*fi-  -  :~_ade,  * owards 

enhanci  '.ftbill   j  .  It?  trill  no  a< 

liclo/.  __  Sj|     The  more   taportsmt  ,o- 

lo  jjione  '.:_?luence  the  n 

fled,  aribedj    i    ■  .  ,"us6od#      The   rat 

of   the   effects   of  ■   furees  end  wern©  1   of   t:.©Ir  subtle  na- 

ture  In  order  thct   they   nay  b©   on  gttUNI  ir  con- 

rices* 

■  ..  .  lem  tion  ©n  i   of   th© 

aer  t^ru;/   used   on   th*;    ratin  ortant. 

tructor     el  .  use    of   a  MaMr©> 

to  clarify  his  expleni         .«.     II?  ^s 

laka   turns  at   coaposln.    descr.'  ns  of  f 1  1 

attuBtionc  which  illustr  ;© 

©e  .  .   .        '  .  sm 

will  to  •  id- 

ar    ."  conp&riso:     all  I  ;o  to 

rater,        terms. 

Pi .'-  La*  is  conceded  to  be 

I  sioat  effective,    typo   of   I  when  the  amount   of   learned 

material  retained  -.8  learn  re 

i  criteria*  ar  train' 

be   complet  A    su  ..>cedure 

i;    to  require   tba  actuall,  £©>*!» 

real  he  br>  se 

an<  records  we.  reel   or  !»«_.'  Ut 
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shoul  so  seleete  out  the  may  fins  points 

of  the 

Conpr.    '  i   of   \  n  the   a 

parsons  "  >f#  - 

quant  dissuasion  si 
rtt  I  ■  • 

would  hsv  ttffs< 

of: 

a*     Fanlllarljsl  ';sra   with  I  *   pro* 

lursa* 

nrtli::-  aa>  suing  s  of   th«   terras 

us«d  on  'ls« 

c.  i  in 

standards  of 

In  Ml  ?aotl  as 

been  to  4i)  t  oeassion  types  of 

ra  t  ho 

ldtnss 
a   atu  mn» 

vie©  *  anl   -  FSna 

.        ■  . 

vies  a 

feature:-:  w  .ich  aid   In  silnl        Lng  the   rater*.  provl 
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G3 
his  objectivity.   ;  urther,  it  mm  Lnate      ar  as  possi- 

ble, errors  due  to  misunderstanding  of  tones  end  to  differ 
cos  among  retort*  in  standards  of  comparl.   ..   hose  ©bj*5Ctivee 
are  boat  served  by   the  forced  choice  type  of  re    „  However, 
if  the  expense  of  preparation  end  maintenance  o.v     forced 
choice  forM  If  prohibit!  ,-  ,  or  If  it  &veet&  objection  for  sotae 
other  reason,  OOtll  the  Probst  check  list  type  of  fona  and  the 
aphic  rating  scale  are  possibilities.  If  the  graphic  scale 
i  a  sen,  it  should  be  of  the  descriptive  rather  than  the 
evaluations!  type  and  consideration  ah  D  to  the 

possibility  of  requiri      .stent Letlsjg  stat<;Eientii  with  the 
rating •  The  various  other  rating  processes,  euoh  as  the 
ranking  end  the  paired  comparison  raet  nods,  wi.=      II  •inate 
from  acnes  ion  except  as  one  el    5  of  a  coal     on 

fom,  to  be  a  aoiaent. 

lo.  The  c.  device  should 

provide  characteristics  ■  to  wvoid 

halo  error.  Ho  re  again  {  o- 

oalnent.  Other  possibilities  I         eoot  scale  and.  the 
graphic  scale  with  the  favorable      of  successive  trait 
scales  alternated  irregularly  fru         ...  left  and  DOS 
again*   Other  features  include  unequal  graduations  of  success- 
ive trait  scales  or  elimination  of  graduations  altogether, 
leaving  on.        tola* 

r  i»l  mm     An  attenpt  should  be  made  to  so- 

■   i»i  m    ■     i»    m  ■  in  »i  n    ii 

cure   a   reasons.  I;    close   a  trlbu- 


T     1© 
J»f  to 

•Xftttl    o.f:!qJ»«l*j 
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tton  of    rating;   scores.      '  ith  Mm  exception  of   the  forced  die~ 
triuuti        .■■■'.line   (which  hiss  been  declared  unsuitable  for  Hav 

©),    the   Probst   scale   Mains   to  be   th©  taoal   .successful   at  at- 
taining   fcl  jective   -  ItL  fore©  !c©   rating  as   second 
bast*      Improvement   of   th©    graphic  fora  in  this  respect  is  at- 
tempted          .Ividin^   It;s   scale                col  HMNSf    a??   described  ©a   - 
Her,    and   supply lag  hortstor     instructions   that   th©  raters  b« 

id©d  ;©   columns  when  ratin,  • 

statistical  Nth*4l  of  corr©otln  ;  ratin  s  may  b©  ©n» 
ployed.      Th©   ©te>  fscore    (z   score)    technique   previously 

MttlM  I  will  accurately   convert  :  scores   to  coxaparabl© 

quantities   on  ■  norrael  rlbutien*     /ItoruLtiv©  Mthod©*    on© 

leal   process  us  verar®  devla  rather  than 

standard   deviations,    a;  •    other  a  ocess,   are   sug* 

gested  b        |  o?,8" 

v©i  of  traits,         tere  she  3  < vision  of 

i  in  i  i       i   i  - 1  ii  ■  i     »i  ii 

.I-,   of   trai  .  arri  overall   score 

be    8<  t   up   a  „r.  inat  u; 
cautions  a  score 

(s  sear©)   DWthod   or  sets©  appro;-.-  i   of  it* 

->ispl        .■  '  \. :  '■  I  ■    .      The  rating   should  b©   in  such  a 

fona  that  both  t  tee  see  what  are   his 

at,  .1©  weaknesses.      If  .alls, 

i    fate©  an-i  ntani  slllgent  steps   to 

correct  the  weaknesses.      In  addition,   management  «ay  wish  to 
institut  .res  w  '  11  lea  i   to   sol  of   superior 
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pe  mi  future. 

St   there  be   an  Intel'!  le   dla- 

pltj   of   Mat   rater*       .  .nllties    la   .est  net  fey    thi    :;pa:Mc    rct- 

is   G   pORSibil         .      Th» 
ced  choi  oorest   In  this   respect   since  by   its 

ve-  true   nature   of   the   rat  in,,  is  concealed  from 

rats*, 
Gorablnstlons»     It  ilita  rowan 

to  or  no  re  nsthoda   of  ratln^   In  the    MM  ig 

inatrtaai  it«      On   Ibi      *sia   or  n  and  lo  Ic,    experimental 

evi  ivmil«bl#|    tlie  practice   should 

be   i 

flflpalt.    to  jjt    excluded.      T'.  ie   rating  sable1.?  re  la  on 

certain  qua  lit.  mm  are  aa&aur- 

ab  .      If  s  better  nmt  y£  nMSttrla 

-  i©;>   existed   it  e   onl;"   i  fttJM 

pe*  ^  Q  ;     SL  >tt  .  -O* 

m  mee  ill  I  exclude  fro  calee 

I  measured  better  by  more 
.a  eat  are  titles  as  "health"* 

ttelligenoe",   *«  '' ,    "b.  ,   "volume    .  ft*, 

:  "attendance"  .  j  "   lia^r   def--  <te 

at  a  laee-  tent,    it   la   too  las  '.-'a** 

•live   :  entrusts. I   to  t  U 

. 
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.   --  .1  llty« "os 

should  net   re  excess: 

n  b©   of   a 

*iae    :.: .   ..- .     .  |  not  rtqulN 

excessive  nunber  of  op«r  .  g  elds   such  at   tea- 

platt  stencils,    or  bettor  «tillf   naenlne   scoring,    should 

be  1  ieJ.     Finally,   thai   data  produced  by  the  device   rtfcOTdH 

be  readily  obtainable  froc  It   in  an  easily   uaad  ttQm* 
Principle e  /.  ire 

life  re-  .      ___• '    -  .  rovla*  . 

g  "&!th  the-  ratee   i  .  aver 

rat  rogram*     The   rctee   should  be   i  his  detailed  rating* 

eoa^plimaatad  on  nil  .   ajupet  and  con,** 

i sella i  on  means  of   overcoming  hie  a  asea# 

i  ___^ .ji     ntet      Tha    euiaenaua  la  that    I  jv 

.a  a*t  knowledge   o,  ratee  1 

rcte  .  re  mo.  liable 

wit  ate  knowledge,  0  edure    si. 

el  ao  take  full  i  o  !    tha  su  of   aa  oj« 

.    .  or  a  confc:  a  of  several 

may  be  used,   but  tin   1      -    r  t®  the  tea 
ata« 

Bjar  o-  •        j i.eti     Informed 

gel  re  .lie 

organisation  is  ex]         Lnr   or  uozit:  ,  .  hlch 

r    p^ri  .     ,  r©Q    U  ,        : 


- 


- 
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•f 

is  raeotsiaandad*      In  addlt  Relieved  that  new  Members 

of   the   organisatiuh  re   f*aqtl  ,    because, 

(1)    I  r<i  likely   to  be   t:  more   ra  as   the*  lonm 

the  ritlaa   then  are   the  experienced  a      loyees  Md,  (  >r« 

frequent  retin   s  will  provide  a    sounier  busts   of  evaluation 
dtttvlttg   end  at  the  end   of  tha  probationary  period. 

iievlaw   o.:'   i-atln^s*     ?.here  practicable,    advanta 
ahoui        l  i    of   the   tendency    of   rater:-    t     give  jht 

end  core   to  their  rating  tasks  wher.  now  teat  they  ciay 

have   to   ju;  ti-.  cir  judgements  .     This 

la  aoiae  procedure  f|  mal   review  and  ondorae- 

I    of    *•  t 

£  rBt>        *      A    re  tor  t  re;  ro   run  should 

;    oal,    a<  fchg 

.,  :_.  part     aona   under*- 

•aria 
r/-t* ■;';■_!     Just  aa  aiaployai  :.a  a  tool  for 

loyae  la  jxent,    ao  ;  ■  raters   (  au- 

t'n  antral  personnel  edaquete 

liasi.  I    ratur   tralnin.,   pro  )  ba  a  useful 

luprovemer-t   of   the   raters. 
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HMM  II 

Chapter  3 

tram 

Importance   of  Criteria 

Measurements  are  merely  coapariaona*      It   tl   impossible 
to  conceive   of  •  measurement   Mttt   is  not  a   eo;aparlson  for 
auch  wo  .1  mm  .•••«      In  the  physical   »»!♦—•   conipari- 

aona  can  bo  lasde  between   I  '..       .al  entity  being  measured 

and  a  r&easuria.,   instrument*        Lab  In  ita  design  and   construc- 
tion Ml   already  been  compared  with  a   atari   l       ,  u.urn 
her   been  compare  I  with  a  MM   refined   ctandar           I   M   un,   back 
to  tae  f un iaaental   standard,    the   criterion.     Measurement   In 
the   social   sciences   requires   ate-           I  also.      Iter*?   too,    one 
must  have   something  with  which  to  compare   his  aieasurin;    in— 
atrmaent    (a  criterion)   in  order  to   deteralne   the   accurac;;    of 
the   instrument. 

Inadequacy   of  Available  Criteria 

In  general,    criteria   available   to   social   aciantltsts 
have  not  been  as  reliable  and  valid  as  tho«e  at    I  I'iapoaal 

Gf   the   p  scientists .      This   Ma  beer*  part;'-  true 

In  of  laeaaurenent   of  executive  ability,   which  ia 

the  area   In  which  thia   atudy   of   officer  eff iclencv   eval  ft* 

la  concerned* 

Criteria   of   reliability »      Mi  .ly,    the   reliability   co- 

efficient  of   a   ra  i  \»ill  be   deter  correlating 


"  1   I 


■ 


wtm  t» 


.i}H'.l 


the  results  of  on©  of  the  folio-  in ;  alternatives l 


Alter-i  t 

native i      Ratings  a«<J©  by,    :  *r  of 

t  i   ratings. 


T"     i  hot     By"  the   sa.-a   i       *  Two 

:  rater  in  ©ech  in-: 

:  dividual  case.        : 

~2        i  ~~  t    .      "7  T~         Two 


«a  used* 


?two  different 
it  coiaparable. 


r'ano  ^or;^  for 
both  retln^s» 


;     ratora. i 

:     Stei'.'   raters.            t    Two   ape  cod   son*.          ■.» . 
2  s   ll—   apart* t  

Typics:!   coeff iclentti   of   reliability.     Yodar  lias    aat 
r  a  +  .75  aa  the  minimum  reliability  coefficient  whleh  should 
be   tolerated.        B]    perf orain,-   the   followin.     calculation  of 
re  oast  oy:2 

100(1-  yi  -  r»)   «  100(1  -  v*  -   (.7E)«)   a  MM 
we   aoe   that  1'oder's  lir.it   re<iuirea   the  rati  vice  be 

reliable   only   to   the  extent   that    the   likelihood   of   two  conse- 
cutive  rating   of  the   aane   Individual  be  denticel   is 
53»$£  better   than              e,      Tliat   ic   to   say,    Coder's  liait  re- 
quire,                       reliability   be    MM                  one   has  33.9   chances 
in  one                               (Hftletltlg  what   a   second   rr  would  be. 
Although  rating  designers  have  enjoyed   aotae   success   in  exceed* 
this  /ainiiauxa,    none   has   aeen  fit   to  propose   raising   it. 
>obst   reported  fin            a   reliability,    in  one   case   of 

rat  of   47  ^  employe* a,    of  +.78  and  added   that   this  was 

3 
typical   of   the   experier  a  device.  ';er  invest! 

tors,    to  mention   :>nly  a  fc    3      ftva    reported   reliauilit  ffl« 

ci*  frosa  their  Lei    as  follows: 


h. 


■  •'. 


■  f 


T 


70 

rd  and  13  is  sell4     +#1 

ordson  ©     der5      +  .85  to  ^.90  (H  •  330) 

and 

+..        (:;  =  305) 

Law  a  he,  Kapha rt.  I 

efc«         +.05 

One   af  test   coefficients   of   reliability  for  a   service 

rating   likely   to  be  found   is   the  r  s   +.92   reported  by  Tiffin.7 

It  is  significant  thit  the   :  .  i  which  yielded  this  hi 

figure  esaployed  "aystematio  correctiona"   to  equalise  "rater 
tendencies*   and   Independent   rntinf;s   of  each  rate©  by   several 
raters.      Only   t  u    iitlglHH   of   the  U.   8m  Air  Force   off  it 
rating   ays ten,    see  Chapter  4   of   PART  II,    report  a  higher  co- 
efficient. 

__  validity.       ' he   feUavln     passage  from  a 

reec  aw  a  he  describes   the   situati  .is  area 

11;-    and  wo  1118 

...  ra|   of  tlie  literature  yields  little 

ev           >e  oi'   successful   vail                      .os   in  the 

ocutt  •     This  is  no                        in 

part   to  extreiae                                                 the 

sett."  it  adequate  criter.                       at  t 

execu  level,    ... 

f  absence   of  criteria  erl  ,e 

very   coi  makes   it  necessary    to  dc  Ml  mere 

Judgement  1  ortant   I  of  Measurement,    i.e.,   from 

lack   of  a  better  method  of  tmt  if  aany  of  the  aspect  a   of 

iva  performance.     To   secure  a  criterion,    one  in 

son©  wa;  ,  L  lent  if  v   a        I  a  all  atwafkifd   of  executive  per- 

farawnea*  He  mat  select  a  definite   se  of  executive  per- 
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fomaance,  that  is,  measure  a  finite  quantity  of  it,  Except 
when  e»tauv  '  I  ailtita   ouoh  as   intelligence,   apti- 

tudes,   end  health,    judgement   is  the  recourse    la  aceoa- 

pli  this   a^-.  raisenent.      Th&  result   ia  comparable    to  the 

outcome   of  an  attempt   to  test   the  accuracy  aa   to  length  of  a 
"one  foot"   ruler  v.    U  ave  made,    bg   comparing  it  with  a 

friend's  estimate   of  how  loi      '   fhe  foot"   ia. 

The  frustrating  condition  described   in  the  precedl 
paragraph  ha.<»  lob  Cronbaah  to  the  hopeful  remark  quoted  ear- 
lier that,   "ObaervotluriK  by  impartial  -rally 
accented  as  \            If   they  can  be  made   reliable •          Too  often 

i   is  exactly    the    iltuation  whi<  avails.     Put,   ia  the 

writer's   opinion,    it   is  an  unsound  position  to  adopt.     It  la 
quite   true   that  vali  toptftdf   on  reliability,    that   there 

can  be  no  validity  unless  there  is  reliability.  The  raathe- 
mati.cl  atateraent  of  this  relation  Is  shown  on  pa^e  49.  But 
it   ie  not   true  that  because   tne  instrument  is  re- 

llsbll  |   It  i  "jf  ore   a  valid  saeaaure  £  -ticular 

quality  beirijj  considered  at   the  moment,     Agftln   w%  MJ   look 

©aeureiaeut  for  an  ancle   ,  .      If   a 
—  IWI   Is   also  necessarily    val*    t        en  0 
ylel.i  vail-  linear  iaaaeureiaents  even  if   t   .  »r» 

been  aad©  actually  too  short*      Obviously,    thia 
a,   fc.  h  reading!   tetftl  »*erc  uniform, 

rrect. 
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_  c, ^:;i ,.  .     Neaf  li         ..gators  in 

this  f  1*1.-1  have   rail-  face   vraliitlt-;   end   rt.  _1- 

,    ek  daearlfeaa'  utvlar  rephic  Lag  scale   1:  e- 

ce  •      Obv  10  coefficient   of  validity   la  a- 

vai  fro;  lability    coef ..        nt 

e»  .  tre  w:  . 

st  cJ   vs.".  ufcil  I   cases, 

some   at.  criterion,     A    f 

flc  of  a  tart  i.  thio  process  but   its  ext 

value  I   ^n  to  aosae  t. 

Laf   of  vslilation  af  by 

as  a   criterion  a»y  be  found  i  [     r- 

at.  •     Consider  Probata   recant  on  the   sub- 

ject,  °  .        &   criteria   as  "aupe:  '  a- 

aiants"   m  ■   rat'  ca 

Toll  la« 


e    :  1     Hurabar  of   cases      I     Criterion 
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si:  a*    Judges*  at  '*#** 

.  tola*.-  ate   rotla&  «Je- 

,eo*  tl    f«#7  +•       reopeotiv  1]  • 

ria  has  Xi  I   01*   Che  eoeloaastfcic  sa«-  •  In  la 

-at lug"  |  a  or  the  •aomiaatta*;  technique*   so 

often  wntlo— <  In  0  it  n  .     It  la  a 

aee©  la  vhl<  ce  rate  c8v  oa©ny*aoui?l  # 

a a  use  ig  scale  do algae  i  ,     m;    .  ra  of 

re;.  ft  e©»^lfet«  roii  .  <      -:m  e  li.<  a. 

/seen  the  reauli  of   retlnga  e 
device  ;>4uee  e  vol* 

ff  ic 
t  -ago  by  poo 

•• 
-,..:.,  ,  and 

C: 

tt  «i  ore  ex tonal ?ely  oav4/" 

to  I  I  *•  »*i         te  »t 

floor 

How  Jer  I  19  4£-  valve  *'i  tore  eeparatii  cloaeea,  con~ 

teL  to  aoi  ,  a  w 

cere  end   g 
the  vehool   a toff .        . rrelatieaa  o*r#  elao  obi  ■  «VO  the 


*  ail 
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buddy  ranking  and  rat:  lint  results  of  certain  select- 

ton  devices,   MMfeljf   an  officer  candidate    (  level  intelli- 

gence aensuro)   test,    aeverel  personality  Bsaaeurea,    and  ratings 
by  f  onaer  superiors.     In  addition,   it  wo,     iet^r  by  factor 

analgia  that  all  ratings  verb  loade  &   v  ith  a  hoev^  leadership 
factor. 

The  results  lad  Mm  authors  to  conclude  thatt 

(a)  "riuul;    r.'  tlnga  appear  to  be  the  purest 
measure  of  laa4ar&hip.n 

(b)  Duddy  nominations   (ranking)  "are  equally 
od  measures  of  leaders'.  .li->.H 

(c)  *  nominations  by  olea&  appear  ttor  ba 

me;  i  of  the  leadership  factor  than  any  other  variable.1* 

(d)  ationa  corrals  ted  mre 
with  all   t Ml   selection  devices,   except   intelligence f 
than  did  academic  grades, 

(a)     Buddy  nonlnatlo&a  anJ  retin  race- 

p  a   short©:  of   observation 

MM  -■•e.     That   ia,    one9 a  poors  fores 

accurate   judgeatents  of  ana  aor  .,.    than  do  one*  a 

superiors, 

ka  Arsay  atudv   of  buddy  rankings  in  OfJ 
»1  at  Fort  BtMai  1   ,      Manila  yielded  a   split-  rait* 

ability   coeffli  of  +#90  for  a  class  be- 

in  five   MJfki  ■        •.'.  &  class  .re©   *— ka«**  Cor- 

relations bat  at  an  m       l.        m\d  Mm  platoon  off!  car  a1 


ft) 


*r>'(tf* 
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rankings  were  as  follows j 

(a)  For  the  five  weeks  class  +,70, 

(b)  Tor  the.  t  .roe  we:     lass  -*-»65. 

The  so  figures   represeut   re  the  r  close  a  n\t  and  perhaps 

»ay  he   «  ined  I  process  required  that 

:;ly   the  five  best  and   the  ft  >oreat  iaan 

In  lass.      Thin  eliminate  1     lie   /-roup   where  great- 

est disagreement  as   to   tbs   correct  order  is  likely  to  occu.  . 

Anot;  tar  of  ratings  by  pee;  ttner.^     Ha 

ar.  it  rat'  by  peers  are  11  ocureta 

be  cruse: 

(a)  Warn  live  and  work  much  closer  to  their  peers 
.eir  superiors  and   thus  have   a   hotter  opportunity   to 

observe  each   other's  porf ornenca* 

(b)  Men  tend  to   show   a&lj   their  beat   aides   to  their 
super! or »  whereas  one's  peer  tunity   to  observe 

ic«l  parfiiranamt« 

(c)  nvesti^stor  oan  e.  s  prt  >f 
obtel                ltlple    Jud  eraents   on                  ae  mo                       vely 
li*  he   ui                                   s. 

(b)   tad    (c)    a  quail  11   to  one* 

juniors   tb  t.  ere    .ay   be   some  qv  n  aa  to  vrhot  Bft't 

subordi,.  m   able    1.  to   value    of  1  ice 

as  wall  as  one's  peers  it, 

atiruit  .  .  lor- 

II   in     li  u  i»i  ill  li    i*i         l«l  li    i i.iiii    mini     <■  n..  .i       mn  .in  II  i*      i  I «i  ili'i 

ity  03  ted  b       harry  ^  r  and 
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pothestzed   ttj         •  -  .   i'  raises  the   question  as   to  why  nm 

Id  not  dispense  with  rati/.  rlors  and  use   instead 

rati:-         ,.   peeps  exclusively.        letil   r  answered  this  question 
in  Tevor  of  retaining  the   ouetaa  of   ratings  b  eriora  when 

he  wrote   that,   aa  was  mentioned  in  the  preee  :  r,   71 

of  aba  1800  Array  officers  polled  on  the   subject  preferred  net 

1Q 
to  be   rated   b;    t   eir  equals. 

The  reasons  giver  ^ors  were  not  reported 

one  las?  speculate   at   to   thsir  Mturt*      It   so  robable 

.,   if  »  Lsstli       •   ImUjmkS  rails  i  as  a  aatt< 

of  routine,    the   eon sequent  feeling   of  beinr   contlnuous'i 
watched  an  ollow  woj  n* 

erate  undesim    1      tensions  auong  the  personnel  9  si- 

tae t  Ion*     These    tana ions  easil;  .  tri- 

xaentel   t  ale  and  teamwork  that   the   ©:  loaa   of  effi- 

v;oa'L.  s;vn.,.  |  lue  I  froa  the    a 

loritj   of   iha   t  rating  as  a   rating  mat hod. 

-  .>*-.      ,  ^.   •-'..  lliti'     .      -.-''5  oo«plf    .'.  it  actlvi- 

>&  and  Juties   of  the  executi  the 

MMMKI  ■esau:-  MMttt  mwi  onaanee   largely  by 

oen  state  d  iored.     r-.-aat   than  Is   the 

solution?     Xs   there  any  llkelih  >       that  an?  an  be    lone 

to  ai  task  of   Judgssaent?     Is  trier©  i 

Possibility   of  a  auperior*  substitute 

On  strict!  ml   a  ia 

su£.;osted  .  .        un« 


MMM 

■Ml  I 


Mi 
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uraau  or  Kaval  .unol  hi 

writer.^     It   la  .n 

tron  of  all  th«   f  it  no  a;.,   import  a 

it  Haval  /eadaray  ilaaa  of  about  cnca  as 

atlaalonad  Have~  mt  .  anoaa  import 

'fairl  '    ity"  -..st,  we'- 

re. I  Hav„    aalectlon  boa.       .  m   data   show 

reports  oada   on  office.  ■   rela- 

uly   junior  ranks   1  titanant    (j  .0)   or  Lioutena, 

accurfctel  ve   el  nmt   attainment  of 

flag  raak**  1 
officers?  a:  .  ... 

u*eu  to  v.  ■   tec 

nat.  -    •       loieever,    data  Had  aneljt.-  it  te<  >r«- 

valuiv.  at 

■   view   t.  ill   o.i  MP» 

earl I  -         .     .<*ae   1  uraa  into  a  now  device* 

Ctner  peaaib  Hitler  II©  i» 

.  ...  .1  If   quantitatively 

■   of   aai                                                                     .              of 
6   indicator*  of    ..             I                   aeutlvt   periTontanQe 
attitude  d si- 

sal le 

attitude*   ii  -ha 

arlteri  rat- 
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achieve*  . 

tioua  ef:  at  ctora 

*  ca  are   India*  of   Ihe   quality   of  fMRMUMM 

la  the   ten  leu."  in 

progress  &  nt  ua  of  The  ."'-        'la 

aonnel   itesearc'  m    Univaralt;'   if  actio 

e:  ent   of    '  ose  at  la 

quoted   In  part  below x 


The  purpose   of  auch  studies  is  to  develop 
f  ac  >e   useful   la  the 

selection  end   training  of  persons  for  posi- 
tions  of  leadership* •• 


This  ie   studies   of   t  PMBfttl   -^d  or- 

isationa  of  Havel  ahor»  estauiiahneritc    and  a  nueiber  of 
coitirierciel  firms  and   it  plans   to  inue  with  detailed  atud- 

lea   of  the   personnel  end   organist  of  a   ee&al  i«  Ml 

bar  of   ana 11  Bevel   veaaela  and  el  squad.         .  all 

veaaals  have   be<  osen  as  fields   I  ;i©   a  or 

lumber  ftlt     all!  ...    la*  .-d 

the   c  Ives   of  theae   invest:  out*(l)   what 

leaders   do.  (2)    rhet  effect  leader:-    have  :lona, 

(3)  what  ale  ,    oth  ioade:    '  .ave 

affet  arganiaatleoa^ 

If  the  project   is  successful,    it   should  toward 

Ldt  .  _:  and   iaol  nlitie.  l4 

.    ye   ability   and   in  provi  jved  SMI  ana  for  ^asur- 

Ing  •   qualities*     An  additional   or  cone  ct   of 


79 

the  pro^ron  under  these  circumstances  would  be  accurate  ob- 
jective criteria  of  executive  performance. 


; 


PAI  T  II 
.apter  4 
, 
O:  ;• 
Information  1«  M>t  tvt  .«  as   to  «xactl, 

form*!  written  ce   rating  waa  first  pat   5  ..ie 

Nevy,  '■;      .  ,  I  w    l    -.    ■-.  a  Yl  ors 

•hewn  i  in  *■  MM   of   the   earliest 

U*v;    fori-.*,  ^ut*  evidence   I  Ueval  •- 

tifefc  **MJ  To":  eed  for  a  atim  tilting  and 

. .   ■ettiti  idgaatente  or   ala  .     It  Is 

Interesting 

fundamental  tlM&arlty  between  t 

&Ov  :,   MM  -  I  .- 

rea  La  f  lei  J  &•■  cd« 

__      .....     -a  pro 

I   II       m   fit  to  a 

le:  .     -  ■     ■  .  " 

I   rec  ;   of  and 

I  :'t)ri'*'lon.      flat   ltlf   fo  - 

M)<  :'  •  *  '    'olersble",    an 

*Sot  oh 

MM  I  -or  *edlfla  .erala.  ,    one 

nte   * 


. 


mmJ- 


■  •4 
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.  sauat  qualify    t        '    xcellent"   by  mc  riete 

mineral  between  "3  •5"   and  *4.0".  QttftlU  nuoerala   to 

be  u«*ed  with  "V;  ere  "3.0  to  3.5"   vita  leaser  nu*aer- 

©la    ;o*m  to  and  including  "0*  assigned  i*or  usa  v  ieae 

favorable  evaluative*   torn*. 

la  a  letter  to  tin   writer,        .      torott      .  of 

tua  JJureau  of  #evfal  reraonncl  wrote i* 

•••Theae  reoorda  show  that  not  Many  aaiji 

y<i   occur  rod  a£tei    1912. 
numerical  rating  a  on  a   scale  o£  0*0 
wre  aire*  .  *ral  "a  »r 

the   service*    rat  aa  also  ;o 

M  n  on  attit. 

officer^  "under        u    eejajaju 

totre;  ated.  in 

*aee  ard   i 

tif leatloti.  nunber    . 

CtraltaJ   varied  aft« 

1*1984,   decreasing  to  14   t  -ca 

that    In  -are  were   dlfftom         (ratlr*  3 

fornix  for  eea   and   shore   dut    .  ,    the 

aerie  &   oi"  fonai  age  a   I  nil* 

•att  m  eeteiipt  to  foroe  aw>re  accurate  and   ob- 
ject, atinga. 

The  Present  Bftl  rra 

-  ,.»      __ ^IpA    (:-J,V.    S-4&)    I« 

i  formidable  title   o:  a  in 

Navy.     A  a   shown    ;                          T>  it  la   |             .   illy  ■ 
eer              .  norc                      ution  c 

mi   classed  aa  a  ,    hotr« 

ever,    aa   the,   if,  -ly 

-tat  or.                         '.      ,  al 

date   la  provided  at  the  top  >et  to                               ce 


Iiflm 


mmd 


■>   • 


for  the  ratea   to  InUcete   his  preforanoe  for  km.  t  d i*%y§   and 
farther  i-l own  the  p»i|«»   for  I  ;lng   senior  to  is 

reoMaindationa  on  the  .   ■  t. 

Also  locate'}   in  tula   to,-   section  la  •  requix*eaant  for 
ate©   to  indicate   ait  ,  itt    a*  to 

whether  ha   ia  qualifie  tee   ;lut^  .  pa  to  j/nyal- 

cal  qualifications,      ffctt  eatlafite  oy  a   lejtw-  .,  Mi  a 

.  alntereatort  laytam  at  thatf    la  of  little   valua,    in  the  o- 
nlea  or    feha  writer*.     U&eej  MM  t«k< 

ill  audilenl:r  Mi  Mi  not  had  fe.  ort unity   to  «ee  help 

of  a  Haval  nodical   officer,    information  more 
hia   opinion  la  available,  aele 

ee,    it  a   recalled,    I    i  ollti< 

taore   objective  >muna   al  not   M  11a tv  a» 

Tha  next  section  i>rovidet>   I  nc«s  f  ting 

any  particuel.  ,ior  be- 

li*iV€a  ahi  1}  Lven  ma.haais.     Kote   Mm  - 

raan'ft   o  itnaaa   i  U 

Looklnj  aloaal/  a 
wa   aaa  that   it   la  via  tad   somewhat  and  la  ly 

of  -<-■■■•.  •     Mor«L  it  no  uroviaiona  for 

alnialsin£  halo  ©feet,       t  scuasion  I  a» 

au^gested  the   vai  alas  • 

lorii  «  dooerlptlve  aoala  and  the  Tor  r 

halo. 

..•«lovr  tha  n  ..  la  a  »•-  d  .-iaai^nad  to  elicit 


i 


•**«* 
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an  indication  of   the   reporting   senior* a  attitude   t  having 

the   re  tee   under  his   cossraani.      The   next   section  belov.    this   is 
designed   to  deter nine   hla     feeling   tewapd  priwinting   the   re tee. 
There   is  alao   so***   attempt  Hftdw   toward  evaluating   the  entire 
fitneae   report  fcy   seeurln  estimate   of   the   number  of 

officers   coneidered   I  r   In  setti  t«« 

.cceding  with  tne  examination  we   i  ■  provision  for 

citation  of     ajewnamlafry  or  n   verse  Listeria!,    apace  for  a  gen- 
eral  overall  evaluation,  a   apace   in  which   the  rater  must 
in                                 or  not   the   re tee  has   a*  »« 

Fhyalcal  rar;keup«     The   complet  pa  ia  in  a 

packet  of  I  itbMta  with  c  paper  a«twa«n   the   necond 

and  third   and  between  the  jheeta.      ffc  rat 

a   carries   on  Its  face   I         ' -istructions   to  the    report! 
aanior  and  on  ita     ba«k  a   r  Com 

to     e   used  as  a   rough  work   sheet  .he 

second   sheet  alao  haa   a  con  m  on  it  while   I 

third  h*K   only   seer 

aeotlona  1   t  .   5.     All   sheet  aire   the    aj  uf 

:h  the   rat        I  ratee . 

Use   of  f om«         .ou  th  is   aatisfied  with   the   rat- 

in     he  haa  sad©   on  et,    it    Is  trsnst  e- 

:.er  t  secoi.  ots   a  *oa 

..xed.      (It    I  , 

lee   to   ci,;n   t  since   hie 

aignatur^   certifier   only    to   the   correctness   el 
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04 
has  contribute  d  .)  i  mail- 

of  th«   snoontl  aete  al 

Personnel  (  ,  t  evalua- 

tion or  cent  ."  . 

MMi   the   property    of   t  m   pilei   when  hi  a    ro;  o  »t   Li  lis  lis  I   fesj 

■ 
|M  mlytti  of  r  was 

made   in  10  ."    Ion 

of     Hm  T3ttroou  of  Sleva!  Personnels* 

•  •#  t         alu  Uepi  one  as  or 

~ — ; 

iric-  •« 

The  fitneaa  report  filea  ;....- 

ed   commissioned   m  eeeri 

were  examined.     I  ;>om  ©t 

to-  fitness  rej  .    one  from  mm  fersr  orti: 

seniors,      I  swtlsttoni  were   obtain?  <-veen  I  pious  Items 

of  this   informs:  .  nif leant 

van   I  roll 


Coefficient  a  of  i  re- 

reliaollit  v?een  *  port'  <>riod*« 

■  I      ■        —    -liwi    *■■!   W     i|M«^<W«WIW<^p^W«^MM>«*H**<»WWM*W'   ■  ■■■" •>•»  "i  in    ^mwwii   ■mi—   ■■»■— ..i.ifc—i— ■■   I     1    ill   I  Wlllli  |I||HW     ■' 

Ppsjit.2!     to  *.48  I      ^ea  is* 

■am  *.0004   to  +.:  :  riod, 

shore*   slut;  r. 


-    ,  uareliabllit; 

viaus.     The  a  ire     -•ere  obtain 


superceded  b,  . ,  »®d 

Navy    »cal*    Its  l«ss>  Lpti  .  forsawsi-   oiwa 

were,    It  is  doubtful  11  ...  *o  ..  aid   signi- 

ficant!;'  bettt. ;    result' . 

reportoJ  results 
of  stsrks  ebtsln* 

Hi  figures,    reproduce  J  belt  ,      tve*l  e  mti  ...        ,oe 

1 1    : 1  I  Ms 
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Unshaded    Bars    -   Prescribed   Distribution 
Solid    Bars    -  Actual  Distribution 

Figure   4 
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Force  :  tuel  i-'erce: 


Top  1_ 

* 

BttSt  20^ 

; 

4*1 

Itlttl   4. 

I 

10 

Keact  20$ 

x 

2 

::oit.      ic 

i 

* 

104# 

it   error   of   4£  la  I  n  totol  result  a 
error  Introduced  off 

tbs   sr .  »n   Involved  itlng 

percentiles* ) 

Thes<?  figure  a   slsu   show  a  marked  dl 

dis 

..   .c   has  bWMI  little  done  .dity  Les  of  the 

Kevj  fitness  report  e»  tnent "  In  t, 

i 
_  ;  fev<2  a  aery's  for     1 

(«/  >««   to  tii«  re  tor  t 

Liable* 

•si 

(c)   The  fors*  lies  for  ro-eor  a- 

tola* 

ex  is  determine  lore  m  means 

ever,    see   items   (o)   end    (d)        -  >    ,. 


i  mM 


(d)   The  fors  present**   the  at Peng the  end  ureekneaaee  oT 
ratee   In  en  analytic   en J  eaaii         .daratandebla  forau 
The  Havy*c  re  tint;   eyate  *  loavet  smch  to    .8   desired, 
however.      Chief   MMMBg  auch  coaalderatluua  are! 

(a)  No  provision  la  ;ede  for  reter  train! a   ,    ft*  oeilae- 
;ch  the   excellent    iastrueti   n   sheet  cannot  cu*ipen- 

aete  fully. 

(b)  The   re  tin  j  reliea   on  jud,;  orient. 

(c)  The   deei&n  of   the   form  doe  ^   not  permit   r&    id  l 
ecu               sortie  latiun,    wed  evelusti  .«    .ate  by 
machine « 

(d)  Hal   fur.  ettfc  to  elicit  ration 

eel  eea  «-.  La      ore  ;..      .etanslnable   l.  &r 

■'■    ■  -. 

(e)  The  foru  flvai  precious  apace  to  the   recor  jf 
tee's  pref            e   for  next                       It   oj                 ntion 

eltjo  furnished   to  the  bureau  by   the    re  tee  annually,    or  s.iore 
often   if  preference;  ,  ;he    j!-/'C   h1        ■  .        .'■    : 

■340    (ruv.    7-4C). 

■■      11    l»l    »    Mm         ■  ■  HI in     11    Ml     II       III 

(f)  i*he   rating  aeale   la   abbreviated  a  It  oofe  ly 
of   Mm   descriptive   type    (In  this  respect,    tin   rating   ecelea  of 
earlier  lavy  forma  ea   ahown   in  Appendix  C  \»er«*   superior  to   I 
presently   uaed   one)   end   it  provide,-   no   safeguards  egelnet  the 
halo  effect  or   rater* a  biaa« 

(    }    torn   fwm  makee  no  provision  ft*  ftesissJ  1    re- 

•tin^   aenior  .  operation  for  01  t   of   t  .,-ratl. 


ii 

"... 


rj,<     »«<V    (o) 


/     ■••■.: 


n< 


•  ?  la 


la  a;>. 


••i  | 


&9 
Interview  with  the   re  tee    («©c  pa*;e  66). 

(h)   The  rating  procedure  doe  »  not  provide  for  the  rat- 
ing fe#iOg  aada  by   the    superior  who  has   the  Bttst   eosaplet*  know- 
ledge of  Mm   ratee.      Xuatea ■:,    thla   la  the  prerogative   of   the 
oossnanding  officer  who,    in  e   ler<^a  eooH&end,   etey  hava   only   the 
saoat   euperficial  knowledge   of   the   r»  tee. 

(i)   The   ratir  ;  procedure  end  th«*  fora  niske   ineuff ictent 
provision  for  th«   difference    In   dtttlss  mad  qualities*  required 
of   of  fie*' re,    depending  on  v-hether  they  ere  mi  Line  or 

;  tsff ,    whether  the;/  ere   specialists  within  thoat    categories* 
or  whether  they  eje   in  school  or  en&a^od  in  the   duties  of 
their  respective   clessifl  s. 

(j)   The  procedure  makes  no  provisl  >  •  correctin     or 

adjusting   the  nerklngs  to  condensate  for   the    tendency  of  some 
retort    to  mark  hi,h  ami   othere  to  rierk  low# 

(k)   The   rating  procedure  stakes  no  provision  for  either 
the   svere^  i        Si  rating*   as  da  by  severe!   rnter-,   ©>>  the  re- 

view «t  higher  echelons  of   rati  s   at  lower  echelons. 

(i)   There   i«?  rovislon  for  rating  tlss  rater, 

(a)  And,   finally,    the  Ifavy's   ratlag  haa  low  re- 

liability  and  produces  en  excessively   skewed    ;i.' trlbuiUm  of 
scores* 

The  Array  Rat  in,    I  ora 

As  haS  been  mentioned,    Mm  Array  usee  a  ?qi*zx  known  as 
the  "forced  choice"   rstin     f  om.^  *oe  are   shown  in  Ap- 

m  sstl   conapicuoue  features  of   thia  device  are, 
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90 
(a)    the  forced  choice   IU;  ,    (b)    the   provision  for  per- 

fopi-iliv;   the  marking  dlreetly   on  a  aschlne    scoreole   sheet. 

Looking  fti    llM    •%•«%,    H   find    it   entitled   :  .  ,  ,     X?iC¥ 

^■i'Q.-.Y  with  the  additional   identified  .bols  at  Mm   1  ot- 

■   of   tuc   page   of  J£  •  A 00  P0;&   C7-1,    1   Jul   47,      The   upper 
half   of   the  first   sheet    ir-   occu   i  -leal   sec- 

tion,  followed  r  L4p*0i  f>,    a  re   genei** 

al   overall  evnlua:  ant  by  hot.  at*?  ami  the 

rating  reviewer  or  in  .orser.      Next,    in  faction  C,    ia  a  Hot 
of  nine   important   situations  with   apace  for   t  icer 

una  sin    officer  to  ion   toward 

heviny   the   retoo    aerve    in   MafMt      ■  till    1.;      I  tifl  are   spaces  for 
recoiazaendfctione  by    the   rater  and   th*  ifcj 

ftasignmtata   and  txk  train        ,  ■   la  a  dev  li- 

ter, Jeter  -drier, 

used  as  a   basis  fo  omenta* 

e   reverse   site   of   she   first    sheet   1.       Leak*      It   Is 
reserved  for  aae   of   the   Career    actions   •  ul 

rvioea   of  the   DejNi  t  of   the  J  .      . 

I    .' •        ~  ■heot 

the  f  I  a 

IV.  «se    lte^s  are    '  co  laeaa..  •• 

went  of  -'steo1  :'lclencyA     : -action  V  .eat, 

IcioJ'iC     , 

specific  ,    or  ,  dfleli 
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91 
in  and  Vhl«h   ll    I        s«con  job  from  t  ^o   point 

of   view  of   bit   proficiency   in   it# 

On  the   reverse    side   of  the    second   sheet  there   ere  two 
sections  designed  to    ietercalne   the  personal   quel if icetiona   of 
the   rr.tee.      The  first   of   the«e,      action  VI,    consists   oi*  forced 
choice   items.      The   other,    Section  VII,    liats    six  personal  qua- 
lification  lteras  vita   spaces  for   the   reter  and   indorse r  to   in- 
dicate  tue   degree    to  wh.  tee  e<  each* 

Fins ;  I  .  ,    there    lis   an  attempt    to  detemine   where   the 
rate*    atJ    I      ,    Lb    t   •    oplnloa  of   the   rpter,    pell  •  the 

other  officers   of   hli    l  who  have   been  rated  at   thla   ti 

*yaleal .  e «    The  J  la  a  leal- 

let   of  I    t*a  with  dlmensi-  .    9   inches  by  11   inches  end 

err  I   to  open  fro*  the    Pi   ht    ed   <    like   s   book.      It   is  not 

equipped  with  *i  paper  but   Its   a  koa   it 

to   insert  »  pie<.  In,   In   the  biographical  data,    the 

only   entries  which  require    d  .on,      Aa  mentioned  earlie. , 

i    sheets   are   mac  scorable.      Thus,    if  r- 

fonued  *vlt,i  an  "eleetru^raphic   pencil"    aa   pr«;  ed,    tne   re- 

ports Nf   at    scored  by  attahlM  further  procesaln   . 

Is  provision  for   tfc        :.   natures   of   bath  the   rater 
t*e  ainv;   officer  but  not   of  the   r&tee.  -        > 

there   is  no  requirement  ,a   rati:.    .  a   true 

i  xaeaninti  of   the  mark  in  ■    sections 

will   be   -         Q   onl.    la   the    ..  oasessi.  key   i 
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Adjuts.nt  General's   Off lee,    but  certai  r« tec- 

profit  ftf   t— Ing   -  i  Bade  on  factions  C,   V,  JCI 

ts   these  ere  jaerelj  grsphie   rating   merles. 

The    force  .    c ^ico    t „  .         iseon   :  If 

described  sad  discussed  f oread  ohoioe  items,   the   t. 

lylfl         MM§    I  •«  employed   in  their  construction 

Only  a  brief   tresUaent  wili   be   attempted  hert? . 

Developers   tf  force  1   choice   r  Ique   reasoned 

t  if  itent,  cc   .      be  offered  te  the  respondeat  in  pairs, 
so  shessn  that  i  :  equally  eccv  ^accept- 

able,  end  further.   If  these  1  tease  c  i  eele<  I    »t 

;e   of   one  eo  Id  be   en  1;  oi'  one 

quel  it;*    or  opinion  &u.i  te 

e not her  quel  d  have   I  W 

neoejriJSG  • Quslltlec  -jntrollad 

.   res  s  fact   \ 

sppesr  to   Mm    :■  X   to  .  neverthe- 

less saeke  s   s  he  lee  |      svs  o. 

To  improve  the   rater's   sttitu  ,    the 

Army   rating  deal  a  est  is.   desire   of  peoplo   M   speak 

well  of  others  if  possible,   e  key 

in  re tin^,  known  as  "  oeitv   error".      They  ar:-  ir 

lte;flfi   in  tetrads  of  two  fevu  i   B  uuafevora   le   si     -■- 

ments  n  ths  auet   .  ont 

stetoi-Jie:,"  .   Is  oost   1!  •   sec  Is 

lee.-..!  like 


- 


mb 


The   data  as      . 
ableneaa   at  i   Bad  thai  slu©  are  de- 

te  mined  by  empirical  i  3. 

_:_  .  analyses   af  .  -itln^gf     The  extendi ve   teati 

Vhlc  .  aft   In  connection  *ith   the   design  of   the   I  q  t- 

requlrc  rl;/  two   yaare   to  complete   end   yielde  1 

results  *  <ic '.»  lad  the    Lmreetlgatora  *v 

form  we*   the  "aost   valid1*      of   Iheee   teated  ,    It 

waa  * clearly   superior*0   to   1.  to 

replace*      It    Is  unllkal  ,        Ivate   or 

-Iter;",      ill  atteu.pt   so  exte  -oject   In   13 

able  future.  luaatl.  ,  '      ;  i. . 

-.1  retain  1  .  of  ": 

for  aorae   tlae    to  con  . 

■  criteria         oup  waa  obtai:  aoclamtH 

met  iecuaaed  In  preceding 

nearl.    50*000   off  ■  lad   M  1 

at   devices    Incl  MP 

'lolal  uae.   T  ' ,    and   t  now 

*    ii  I    ii  » 1. 1» * 

ioe  design.     FORM  67  la  described 
.   .      out    in  general   It  aai  I  .lo 

acale***     Correl  ftj   of   Vue   results  is 

mentioned  above  but  none   I  cor. 

ertad  ::«auft  fa 

ohi  Lag   acalee,    (  raced!  ').      It   Is   or 

fe:  ,      ;^«ver,    that   the   validit:        Bbteii  raft/ 


-  • .. 


>t 


to' 


vxms  tx 


■  MM  . 


M 

Investigators    -ere  bas< 

cases  a:  ttf   w-iareas  t  '.sy  o*        '  tentan   use 

rati..       I      :   m   criterion,    both  Probst;  nsuft  used   super- 

visors1 .      II     teem*  i  i  - 

raents  woui  sga  »ad©  by   «■        •- 

vlsora   1  ratings. 

Uore  ogs   o  the  n** 

forr-  :*&V4*  jleldeu1   tu©   dlstrl  rvet   .  In 

,    G,    7    o.  <e   G6»   27*    ■■<••    HM  •  '-1- 

11 
./  Slsaon,**   the  fe  .  ^ives 

■  ■]  ution 

m  FOllU  67  which  it   w     '■      ■   •,  •       t  studies 

reveel    that    It   fall;  '•  '    I  'eftl,    norrzial 

tion. 

tier*.  o«   several 

Wl—  IHIIW.   !■■«   Ill     ■    !■    1^1—   I 

points  cf      '.orlty,   :    I  tl  I       see  sret 

-  of  the  m  '  </•» 

-   un~ 
du:  ort» 

(b)  1    na  Is  designed  ;«ed 
ra  It,  to  Mtf    |  i           ' t. 

(c)  It 
author!  t  . 

i  pjroaadt  '  a 

??ill   perl.  .    . 

(a)  aura  rz&y 


■ 


K  &V  J 


II 

be  bett  ctive  riocn«, 

(f )  The  for        >s  a  means  to  t  1b 

on  which  I  Mis  m  ia  affording  information  to 

. 

tiv© 

rat:  .     la, 

(h)  forced 

.ice   device  a  uora   close- 

■   graphic    aeale. 
oico  fern  causes  wore   t  (a  to 

fnl  "averse"   and  "below  average**    zones   find   thereby 

fig  better  between  officers   in  the  lovrer  end  of   the 
uion. 

he  a   a   nue&ber  of   short eouinca 
too.  ;se  are: 

(a)  lata   provision  for  ar  of 

the    cJ  sses    of  oe.      Carta  la  por- 

MB#y  na  C,   7,    e  II,    of   tha   rat  in,,   device   do  show 

eeiae  '  forced 

I  fro.  id 

re   i  e  .-.,■...".  ho   ra 

certlf  aa 

baa  L  ■..-   . 

(c  } 

rating  fom  an:!  procedui  iffieiont 
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Figure   6 


ISTRIBUTION   OF   OVERALL   RAW  SC  ON 

ARiv;Y  OFFICER   EFFICIENCY  HBPORT,    FORu  67-1 

Field   Grade 
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provision  Tor     :iffei*e 

officer.  :  on  i  tf, 

whether  th#y   er  with'  i>*«    c  ,    or  Xf\ 

er  tiie j  ere   i  .oul   c  reapec- 

tlve  .       -t    la   possible,    ho»ei 

»n  fo.vc*      ..-   olee   i,  .;  for 

*uc  .Terences, 

The  Air  Force    Hep ort 
The  Air  Force    La  194. 
w«s   tiie    outcome   of   oeaslA  ..isti- 

tuts    .  .  ^      It   t 

■ 

sheet  is 

ug';    or    booklet.  -»t©r  . 

his    Q  of    t  :  <:■  ,  title 

List   of  Criti 

of  fecti  ,    lists   aix  a 

W   t  .« 

1. 

IV.      '-.cceptence   ol  '..■ . 
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V,     Acceptance   of  Personal   iieepont  lib  ill  I 
VI,      irofieienev   In  llltary   Occupati one}  cial- 

.thin  each  ar«-a  of  pr-ofi.  Lo  ob- 

servable behaviors,    e»ch   divided   Into  five   degrees   of  compe- 
tence with  each  decree   la  a   one  numeral  and  a 
short  descriptive   atateme:               IM    specific   observeole  be- 
haviors ore   arn             In  a  column  wit              descriptive    state- 
ments  and  mineral;-            ad  along  a   line   opposite  each  es   in  a 
graphic   pa  tint;   scale,       /hue   If               ater,         Lie    considering 
the  perf onaanca   of   the   rntee    la  one   of   tie             .  :'icent  areas, 

serves  benevior  vhlah  may   at   descrl  of  the  phraaea 

provided,    he  marks    I  .     Al    kali  pro- 

cess i        Innan   t  etween  pat Inge |   a  body 

of  information  about  tat  prof  I.  of  the   rata*   "...  built 

aed   on  his  observe  .avior.      It   is   recorded  in  turns 

of  the  numerals  ura  nln   Indies tin  on  com- 

petence ?."/':  j  aaxlttum  ppafli 

'hen   the  data  fa  iiaal  drives, 

.s   In   lite   ;>ookl  isf erred   to  ■  ovlded 

ratlag  sheet  ai  Lah  la  a  condense-  scale* 

The   acori.  on  this  sheet,    tpeeti:.  s 

*It  prescribed  weights. 

_ .  . . :.         -  -  \,    •  :iflet»      The    M  sheet,  is  entitled 

heport   oX  :  ffecti      .>■  a.-v,      rovides   specs  for  data   other 

th'  ■:.    auraaapiaad   observation*  ...         .■-ra 


I    «1 


;>e 


I'- 


1J1 

is,    i  ^rsc,   •  piece  for  certain  MNMitaa;  ,  ileal   in- 

fometio; :•.        oxt  on  the    sheet  la   I  1  ce   Cr- 

one helT   of   I  )   Tor  a   general  mil  ©vsl  rial  re- 

.'jxt    i<  ft  provision  for  the   specii'Ic,   fomel   dslega«» 
tion  of   the    I  he   ooamendin,;:    office 

other  officer  tojeth-  e   atet<nont  of  the   reason  for 

euch  Jtlegetlttk      Halt  aakes  it  possible   officially   to  ae- 

.-<•    irrtta\g        I      to   I  m   officer  wi  e  most  e deque te 

kttowled;.^   of   the    rates*     Foil         if  next   I&   a    al/MM  for  I 
signature   of  officer  (rr;ter)  soaaaeata 

and  ai^nxiture   of  the   iniorain.  ear. 

The   revere-  at  is      "  ■  re- 

at-  torment   of   tlm   six   significant   areat.    B  .  I  th 

apace  under  at  tfUriW 

Jtaarlbad  :  ita 

■■.  .  3  a  are   i  anged  that  tha 

llaulata  I    auzataarlEed  on  ,he 

.twred  at   t  I      .  ,  -    aria  11   apace 

reserved  ft  ^aefe  "Mill  a- 

;)ecieltyw ♦ 
■  valuation,       ho   strength  ie   system  lies  is  Ita  use 

m  voht  booklet   to  recorJ  actual  tea  ilfi» 

it  belie  viors  as  th*  .     It   is,    in  effect,   &  comprehen- 

sive  graphic   re  tin,;  acale    .  ive    t 

advantages   inherent   iu   amall  r- 

/idea,    to  6    (  -e  extent,  ot  as 


-.'_    ■  .,,'.:/' 
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the  bm.i  I,  tUo   err:  i  to 

the  fralltlea   of   huraan  n»«r  m  the 

firm  basis  of   actual  iaviore* 

The  cl© signers  have   reported  a   split  halves   Mill 
coef.  .t   of  *,»§9  34  re:  ,t 

helves*     Ihe.  recto  lanHm^rew  f  omnia   the  re- 

liability coeff  >ece»e  +.94,     Thie   is  best  roli- 

tbllit  I    leal  for  a   rati  vice  o  wri  as 

f  ouri  •    *o.orted.  ** 

Other  adve-  s  of  this  mi 

(a)  Limitation  of  *  alltii  ounuot 
be  determined  iaore   aeon         :.                      afcjei                    .   . 

(b)  A    design    .  ;f 

-  accu  s   booj  I  "a ting  sheet* 

(c)  TU#   ratiu-;   sheet    is 
:                an  anal  ••'tic  and  ea 

;   is  «a.te  fox>  a  ©rail 

al   ststems.  . . 

(e)  I  -ion  is  also  ssiade  for  a  atatameut   of   the    rr.t~ 
m  »  ■  spa*  Leltj  • 

(f )  There   is  provisl  of  the  rnt- 
La  111    .  . 

,  m   review  m 

t   of   the   i»i  a. 

ief  asaong  the  ilea  ;es   of 

twvleldy  x  ^rfs  att^  **p 
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current  oklat  on  src  tee. 

It   ia  not   difficult   to  *  h© 

j>kleta  bwi  re?  Mmiftr*f  deak  dra*  y_- 

ad  out  fr-  e   kt  tiat  ate"  j- 

ceaa   of   recalling   incident!   to   record.  Let 

ermines  the   plan   to  ■   consider-    I  ;,    It    la  p 

bettor  than  the  technique   eeeneta  In  iioat  rating  ch 

•   rater  alt«   do-  M   in  three  nonthe   or   ol.x  Aonthftf    or  what- 

ever the   rating  val  may  be,   and  attempts  a    judgenent  baaed 

on  what  ocoll   of  hit   obaervationa   of  the   rrstaa   <lur' 

rval  alnca   t  t   rat  in   . 

Other  oe  of   :  ;a  j 

(a)  There   ia  n 
ratln   . 

(b)  There   ia  no  |  or  cert 
that  hi  a  rati.- 

c)   The   rati  j 

>   tabulation,   and 
e\  L-mm 

|    "ha   ay a tea  doe  a  no;.  .  1«  for  rating  th  .*, 

(a)  The  ayeteu  doen  ice 

with  the    '"a  tea  ;ie   ret  a»  a  baa  is  fo  ge«» 

tmntr,  lef    mm  cannot   tell  frora 

ratae  wa»  obaev  Al|    la  a   school   e|1  (  sit- 

nation,  D  ope: 

(f )  The  ml  ilovmace 
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for   t  !••   a         ,    nlitlos  I    of   ©ffi~ 

uthar  Duly  tl*  1  '  taff, 

or  '.atr*   i  us.      It 

la  poaai. le,  rarj    that  »1        ,  for 

Oklst   w  •*»ine?.~ 
.  3r:  effec    '  Inaffoctlvi  In 

lar  nilH  ons».."^  f  amati  *•* 

•ttt  .'©pence ■    li  I  rsq 

of   v*>  officer    . 

?ha  Marine   Cor  For« 

■     :     •  " f*\ ; t      \_     .       '     , __. __  _ 

:\   rO:iV.  Li  ,     '  .. 

briefest   . 
of  tn 

and  pra  -  a  fat?  t 

lists 
tral  I  "th 

•   rating  on  ■:■       •  o-    ibla 

Van  *  Unsatisfactory*   to  "0utatr  ". 

rev©rc«   si  I    »«•• 

cond  .ic    seal  9  ctaas  con- 

al-lar©  A  si  sill* 

i;caH.      This   scale   also   roqulraa  avalw  mta   rang* 

FN  "Unsfetiafact- 

t   aaeond   rr  1 
'a  !   to   ©licit    '         ratatlt 


IM 

(a)  Any  a  ;verae  t.         .-amenta!*  aaor»lf    o  *ical  ttMe* 

acterlstica   whi-  M    re  tee  ajft  .ave. 

other    !erogato;  *'or«etion  \>hi  .  *e   rater 

ate;  on  the   re tee* 

(c)  The  raters  attitude  toward  hftwiHf  the  rate*  under 
ciiiiienil   in  wartliaej* 

(a)   The   retard  eatim  te   of   the   ra tee's  "General  7elue 
to  the     ervie*- . 

There  14  alao  apace  for  any  additional  p<  motion 

or  comment  not  covered  elsewhere    in  the  report* 

.'  .-.fl.-aU,     Keeentl  Headquarter*   of  the  Marine 

Corps  began  a  project   of   re«*eerch,^* 


•  ••dealing  with  llM   revlaion  of  Mflta  officer 

»neeaaftlaaloaed  officer  f itneea  re porta 
with  a  view  to  Improvement  of  those  current 
in  use* 


Proceeding  with   the  portion  of   the   project  concerned  with  the 
officer  f  itnesa   report,    the   inveati^atora  constructed  a  I*  dif • 
ferei;  as   of   i-ating  devices   haaea  on  sample  rat  oraaa 

af  anas  t  lea  obtained  from  the   other  throe  nilit. i         services 
ant  .  leading  cosaaerciel  concerns*     Ualng  these  nix 

:es  *nd  the   official   Marino   Co: 
wer<.>  ale  %  loo  of  376  ferine  effieera   of  faje« 

'*nka  with  208  other  Marine  off'  aryln  it* 

ins  as  Detain  ,      .'he  project  plans   cell  for  corrr  ,n  of  these 

ratings  of   the  376   aubjeefcs  aa  a   criterion* 
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.**  iorw^oljv  chapter*  of  dem.  iiscus- 

aion,    certfiif.  conclusions  any  be    Irawn  i  iia4;  '         'leld  of 

service  rating  In  general  .a   design  e£  an  Improved  Havel 

officer1**  fitness   re  ptrticul&r.  esse  conclusion*  may 

be   eusarserlcei!  briefly  as  follow* t 

(a)  Thftftft   la  authority  cannot  elifciinote  oed  for, 
nor  QBCBp*   the   responsibility   of   esaeaslri:;,       Ltuer  at   Inter- 
vole  or  store    or  Icsa   continuously,    ItM   fftltM   oi%   their  Indivi- 
dual  suo ordinate a • 

(b)  In   the  present   stute   ol  science  tyftbftlftftl* 
eel  aeaauresaont,    dependence  aua  be  pleo                      MftftWt  In 

Levifti   these   a«aoaaruentB. 

(c)  'lie a  assessing  ©xecutivea  &nd  Kar-  jera,   the 
dependence   on   Jul,o:ient   li                                  "eat* at    due   to  the 
non-existence,    to  s   le  r^e  ea                                         measure a  of 
•xeeutlvo  .                     ©♦ 

jzs&n  Juiigeaent  is  &  .lo. 

Wit  lift  11 1    interacting  influences  fta  .,    tinleea   1%   I 
ly  founded  on  objective  evidence.    It   It  ft#v%fttft  to  ftt   &  vari- 
able entity,    characterise 

(e)  Lacking  aultable  aeans  evi- 

dence, need  aome  met  met 1ft J  con- 

trolling or  nialBlain:.,   Ite  weaknesses,      ft   ftft&eftttl  tant  n«®dp 
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H9M  III 

pter     2 

. 

First     ocosaaendation 
it  ^eluded  thi  roetlaln       -jaai« 

bilitiea  as  types  of  a  nav  Bav,    tl     .....-.■•  I  fitne*  ort  ere 

force  I  c/oice  rating;  ■  <-\   list    -levlce* 

,   |M»rbapa  aomwhat  less  e  ,      Mi  a  I  illlty  la  an 

roved  graphic  rat  In?;  seal©    '  all   tha   reooranend- 

ad  feature     for   IntPMlclag   objectivity  and  resistance   to  halo 
■iter's  bias. 
/«  stated  la  Mai  preceding  chapter,   neither  tha  forced 
;>lce  device  nor  the  Probst  check  list  la  clearly   the  better 
all  respects,    I  ai    .  eea  teat'  btltiaiv*] 

a,  ainat  a  hit  aaala   o.    superior  design.     It  la  Maaaaaeod* 

ed,    therefore,    that   the  bureau  of  Havel  Personnel  latent 

a  scale  of  each   ftf  jraa   I  eapeoial  s~ 

;*or  I         I  e«     The   threw   dcvlwoa   efeoul  I   .>e  tested   .  io- 

r  relir  t    If  I  ill 

.■;:.  a:  in     la  aafa  *ee%j  the  large  at  prtetleabli    papulation*. 

.e   improved  criteria   ah  *e   derived 

0«  B  of  ratlafl  r  pertinent  Ion 

regar  re  tees   such  as   the  Morale  heir 

•ui.  ,       um  effect  t  vena  as   of   th<     o.  they 

•1,    (a*  detonainad  by  the  ao«>t  objec*  '  «ich  cm  be 

de':         l)9   etc.     The  set. .ode  to  be  employed   in  iaol  md 
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collect! ;\.   thla  infonastiun  and   la  achie  m>U 

nation  arc    bev  ,  mi   scope    of   this   tiuiaia   tad  i  e   dis* 

cuss<  .  ^e   tt   to  a.-    ,      jwever,    that  ue 

of   the    criteria   la   so       '  no  practicable  effort   ahould 

be   spared   la  cc  ifl   out   tail  phase   of   the  project* 

Form 
The  administration  of   officer  personnel   la  the  Ifcvp   is 
such  that,   although  In  sosie  eases,    initiation  of  edulnlstretive 
action  ssav  teke  I   in  the  field,    final   ■  eista  in 

■   Bureau  of  Hev*>l   Personnel.     A  fitness   report  designed  to 
give   onl  n  for  ouch  flail   action  Bight  very   well  be 

of  the  type  which  conceals  the  true  nature   o:  aaat 

on  It  fron  ell  who   do  not  hoi       laa   &cv 

,    as   dlacusaed   la  Chapter  1  Xj        a   effi- 

ciency  i  has  additional  objective.     It  will  be  remea- 

bered   thst  supervisor  laartvaaaat   is  on*   objective,    laprovenent 
of   the  ratee   Is  another,   valla  aidii  «a  maintenance   of 

-ale  i         La<       . .  a  atam&ataa  laa  list.     Natlaaa  accomplish- 
asent   i  ■  first   tttt   of   the*;e  will   r*;  at 

In  some  easily    understood  analytic   forci,    whereas  an  overall 
score  c  3&v        atar?  fay  taa  latt  aaaad  pafp»a»a 

tat  lev  .0  scale 

prove,  ffltlaat«   1 

ar  a  ,;  tea*  a  qualities  oentlaa* 

ed  above  will  be  Ml    .      The  forced  Id 

not  provide  the  desired  displi  ;  .  forced  choloe 


•vl ; 


HB*tfi< 

IBM 


■;- 


114 
rating  be  adopted  nevertheless,   provision.  o  taade  for 

an  additional   rating,   f  /sis,    •«  0   graphic 

scale   \?    .  rter  I  show  to  Mm    re  too   a:  ss 

with  1Mb  . 

Sec  ond  Hecossaenda  t 1  Ml 
IT   t:iu  firs'*.        MMMM4*tlta  is  not  feasible,    the   less 
expensive    (end  elao  los*   conclusive)      1  employed 

by  trie  Karin*  ,  teeeri  ,  Id  be  followed. 

Lag  devices  of    I  .'.-ay  an  2   the   Air  Force, 

edited   to  ©lliilnete  Ld  be 

te;.to  J   with  en  >ved  graphic   scale  egain&t    inp roved   cri- 

teria.     The  aost  effective   device  frora  this   t  should 

uecor.a   the  new  Havy   officer's  fitness   report. 

Third  nimna  ^n 

mn  it   it   is  inpractl'  to  consider  altering   the 

basic  features   of  reset'."  ,    it  would  he  a 

tlact  step  far  sr  I  1  service  an  in» 

prt  •      It  Wfl  3       ,e  essential   1  nd 

laa  r> 
ment  met  la  naxlnuti 

face  validity  taring  design  and   con.  ';Ion. 

I'ourth  .-^oonnfi:  Ml 

Ho  matter  what  decision  may  be   re  Lug  rat* 

a  vices,    a   definite    r*st«r  train'"  a  esta- 

blished as   soon  as  practicable  as  a  perrrmnent  pert   of  the  Na- 
vy's educational   sjrstaa*      In  this  case,   aa  for  the   introduction 
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of  a  warn  rating  dai        ,     if   :  M       onofit  vill  accrue   to  th© 

o   on  ■    initl?  of   th*  pro  needed  by 

a   careful  promotional   ;  roc«  to  gain  acceptance 

for  training  plan* 

The  material   to  be   t 
has  bee.  uaaed   1.  carl  I  . 

cours:..    offering  thie  s»terifcl   should 

rlctiir*   o  .      .    2«'avol  Aciade&y,  .    Havel   .'  chools 

(General  Line)   at  .  :.,      .      .  nterre;  .  .,   Mi 

.      ■  '  "C   units  lit  civilian  coll  unlyerel* 

ties*      Instructional  ftJBBpl  circu- 

lated to  other  Naval  ,    If   ;  It,    a  train* 

tat         tag  pi  peduee   .  Id 

be  particularly    effeetlv*    i;  of,    (1)    ob- 

MWfttio  collection  .ne 

rater,    st   re:  •,  -server  ,    arid   (3)    tranafor* 

station  of   letM   recollection  ;o  marks   M 

such  as   t  rvioe9 

ful  a:,  -ous 

..  will 

-osi^od 
in  a  film, 

b si  liar.  as 

>f  a   rati  dee 

.f   certai  eral   -  iterations  /rota 

rcc  n  of  the  principles   of  lee   rei 
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administration  were 

Yhe  pyp—sd  net  »ag  tue  «ore  Uqport&nt  of   thtMf 

factors  ere   offer*  •  folio  1- 

diary   reeoBK*.  3. 

Inforasxion  to  lie  Elicited 
The  discuss!  '  11  de?  he 

difficulties   Rttendtnt   upon  the  deterstlnrtljn  of  *-het   leaders 

t   Is  more    import,   it*    of  what  aspects  of  a  leader* a 
behavior  are  arts   therefore   oujec  inter- 

eat   o..  tors*  <*   Ide  'ficiency  aval* 

•i  devie  14  be  ,ae 

significant  ,  itexac  ,     j  d- 

x.  .        '.^lection  of   tun   items  is  a  setter  <idgene rit  on  ■ 

JL  .  "i^rl  basis   and,   apper*  .  r  aoate  time   to  oem,   wu«t 

remaia  so, 

Au         Ltles  i.i  fiali.  Lou 

i tenia  used  on  a   r»r  .tecle    ah  from 

a«on£  fchajn    i •,  sjj to  -  in 

ig  thai  'to..  applies    no  mittoi"  whether 

rojected   device   eill  be   e   gVftpfel*    neile,    I  1st, 

or  e   forced   I  Lag  f or  •      flM   eaaurs;  i   shioh 

a-  ia  baaed  are,    (1)  tettedlate   ■  on    of  the 

rateea  are  in    I  BO  kno         . -.t  behavior 

significant   end,    (2)  partial  *e 

rater-''  will  be**  sacra   res  .'.11 

;  ?f ullv  .  r,  ev-  itama 
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ehould  be   e  jgeationa   B  ,        .    - 

aiice  m»f  fee  •..  telfli  i  of  la 

which  aw^eationa  upe  desire    . 

li  '--lit    .  .    f.      ■,      ' _  .   i  -  ..-■  ^ioa.  taat 

or   the   lijnlflcimt   irtti  of  ,    (a)   leadership, 

(b)   perfanetaM   of   i*%7f    (c)    special   qualtfleatl   nss,    &n&    (d) 

arsnee   end  general   coniuct.      In  ad  should  be, 

(1)   a  li."    of   etandard   tituations   in  which  the    rater  r.iuat   in- 
ilea  to   the  axtr  bus  wo  endenee  on  the 

retoe,    (2)    a   epecified   difficult    eltuatl  ar 

.    attitude  to^a  titii,  serve 

*i\  ,  (3)    a    apace  for  ©  ^onera!  «v  Looal   atr<t9* 

Kie  itation  c:    l  Inent   cou:  >on.jotor;    or    lere  y 

Material* 

Log  a  cue   fro?;:  Haval  Lea-  c.      .__:■     we  I  In 

.erahlp  area   La;  mm   arc   io,  down, 

moral  Mid  physical  c  t,  aae,   coanaod         ae, 

judgement,    c        I    *nce,    Inlt"  teat,    self  control, 

.-»  ,   M*itetyj   enthusiasm,   ab:  wise!  ,    la  ee- 

.ah  coiaauni  Mfef    fca     Inn,    to    I  ians, 

to  rol    op -v rot'        ,  e   of   other  principle I   of 

nniaatlun  and  raane^erjent. 
There  will  be  auoii  o  etwee  leader 

parf--         He   of  areas  but  the   latter   ■) 

nevertheless.      It  wil  a  mean  -  no 

requ 
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of   specialists  in  vari  iHnclCflleol  fleldo,    ta  eoxamunl  ca- 

tion,   ^uslaeaa  ,    law,    the   socisl   sciences,    ftfel  in 

raedicine.      la  the   sense   that  nil  Havsl   officers  are   ©;ecutives, 
i|   met   bring  to   thai  :  tfel   caereoter- 

Istica   conuhon  to  ell  branches*  er,   each  of   the   special- 

ties   listed  above  requires  also  a   different  ecjlEOgH 1 1  Bill  of  pe~ 
culi?  .3  8  &ni   skills,  .itudes  to  some 

extent.     5ut  If,  L  doping  the  measurement  of  t  ecial 

qualities,    one  no   1.  on  the  field®  of 

•nee   testing,   and  aptitude  and  achievement   te 
wiiere    service   m  .  his  jbo  plt-co. 

There  la  no  satiafaeto-  seer  to  tali  question.     Au» 

tuorities  agree  "what  a   ret  levies   i  a  tie*-;  for 

the   specific  gro  ...    it   la    intended   •  s  rati  it 

and   they   elvla  .-.   severe:  Terent  £^n&n  \>e  needed  to 

rate   t<'«e  esapleyees  of  a  single  cossmercial  rim,     Keeo&wiendationj 
regard la     the    specificity  of  the  executive   re tie  •    not 

so  une  i  is  Is  ae  rppieli  pe>» 

calls  w'ruit  *••  been  eal      in  Chapter  5  oi'  *:. 

toe   lack   ej     I      onset  Ion  as  to   ria  ft  t  I  of   Ml  executive*  a 

performance  are  el  Leant  for  ;  p#ces  of  ov.  Ion, 

It   is  probable   the  re  f ore «    t  at  e   at  ®r 

will  not   be  fort  until   I  In 

progress  beeos&e  available,     Thes«*  findings  reveal  differ- 

ences  (aa  veil  aa  •Sjsllarltleo)  uetwee..  an** 

era!  line   office  vai  .. 
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Lau'ua   .  I  .   .   .cas,  B!       so  . riptiona 
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APPENDIX  B 
1ABLY  NAVY  HATING  FC 


8        ) 

(Report  on  Officers  under  U.  S.  Navy  Regulation  Circular  No.  86.  September  JO,  1891.     A  separate  blank  to  he  used  for  each  Officer.) 

Report  on  the  Fitness  of  Officers. 

'FORU     A.. 

^  r/j/'f ,    i=--A  -y///, 

ft.   -3>.   =--/  .     '^ r /////u/ Hf/r/'f/     7/ .    ^t.    ^i.  - 

^ArtA'r /'   ft   f/t/Ai/. 

<Q/cJi(r/ cot'fJe/  fry  /ntJ   /(^rjf,    /tew  .  ,    />       , 

A  ,    ,S       . 

1.  Ability  to  command 

i.  Manner  of  |>erforminf:  duties. 

%.  (ieneral  conduct.  

4.  Sobriety.  

u.  Ilealtli. 

C.  (Condition   and    efficiency  of    command. 

7.  If  any  special  duty  lias  devolved  npua  him.  state  its  nature,  and  liow  it  was  performed. 


8.    Remarks. 


^/  C/iAf/V    f //     /if/rfr'     A/tf/A     =-/    /f /ft /•(     AA/f     r//A//rj     //t/t/tt     wr/rAr     rr/r     At '  ttt    tttt/A 
tM/JftjAt'ttA.    ft/tfA  AAtttA   9*   Atttt'f    rr  ttt  ttt  It /t //  ft  At  tA tftt/utr  /{//•//    tttttlAfetl,    ft)   fAAtrAffA. 


,    U.  S.  X. 

Comdg. 

N'ote.-  TooVr  '■  Remark*."  refer  l» ativ  afMHal  rtanorui  mtul--  in  ueortaaen  with  l»»r  v  Itarulattofj  UmUarlfu  w  within  tin*  nprkNt eormtd 
r>y  thl-  report. 

ArjKWerft  to  'itiertet-  from  I  to  1  1ii-1iinI\  .•  «h:ill  lie  either  -Kxrellent."  "Good."  -Tolerable,  or  "Not  Bund."  -tntl  nnn-t  bfl  written  by  the  oftl--i-r 
-nn-iliiK  the  report.  shouM  Hit-  iin»wrr  to  any  'iii«-ry  lie  Not  g~nod."  or  of  -tit  anteV'trabja  nature,  tit*-  rwntolt-  fi>r  -it'll  minw-r  tnn»t  In-  rli-iirly  utiite.l 
and  ■  ■  opy  of  that  portion  of  tin-  retiort  fiirnl«hei|  to  the  oftti-er  imi«  erne.l.  who  -in- 1 1  he  k-riuite<l  a  i.;i~,imi.|.-  tlm«-  to  prepare  mirh  written  Mtatainenl  In 
r.-iMPl  to  It a-  he  may  ilen.|re  to  make  whl'-li  -taleinenl  -h:»ll  l«-  --nilon-eil  .mil  forwiir-h-.l  wltli  the  reiMirl  Bbullh1  tin-  ulHeer  not  ile-llv  to  make  it 
»ratenit»nt  tnal  fan  -hall  lie  »tate.i 


«, 


149 


) 


PKNDII  G 
A  MORE   RECENT  NAVY   RATING  FC 
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12.  To  what  degree  has  he  exhibited  the  following  qualification*?  (Each  line  U  divided  Into  four  main  divisions,  with  a  definition  below 
each  division.  Consider  only  the  definition  below  each  line  which  accurately  fiU  in  regard  to  the  subject.  Having  decided  which 
definition  is  moat  suitable,  place  a  check  mark  at  the  grading  along  line  to  which  the  person  being  sBsahgw  U  entitled.  A  check  to 
the  right  of  the  double  vertical  line  will  be  considered  a*  an  unsatisfactory  (unfavorable)  report.) 


I 


Intelligence 


(With  reference  to  the  fac- 
ulty of  comprehension  ; 
mental  acuteneea.) 


Judgment 


(Wltb  reference  to  a  dla- 
crlmlnating  perception  by 
which  the  values  and  re- 
lation- •  '(  things  la  men- 
tally asserted.) 

InitiatWe 


i  With  reference  to  con- 
structive thinking:  and 
resourcefulness ;  ability 
and  intelligence  to  act  on 
own  responsibility.) 


Force 


(With  reference  to  moral 
power  poasefwed  and  ex- 
erted  in  producing  re- 
sults.) 


Leadership 


(With  reference  to  the  fac- 
ulty of  direct  lag,  con- 
trolling;, snd  Influencing 
others  In  definite  lines 
of  action.) 


J L 


Exceptionally 

wltted;    keen   la 
standing. 

I      I      I 


Unusually  keen  In  entlmat- 
Ing  altuatlona  and 
reaching  aound  decision-. 


I      I 


Exceptional    In    ability    to 
think,      plan,      and      do 


to  be  told  und  Instructst 


j i 


Strong,  dynamic. 


J L 


J I L 


Urssps  essentials  of  a  sit- 
uation gulckly. 


I      l      I      i 


Can  generally  be  depended 
on  to  make  proper  deci- 
sions. 


I      I      I      I 


Abie  to  plan  and  execute 
missions  on  his  own  re- 
sponsibility. 


J L 


I 


Headily  understands  nor- 
mal situations  and  con- 
ditions. 


J I 


CJood  Judgment  In   normal 
and  routine  things. 


I  I 


I I 


Tact 


Inspires  others  to  a  high 
degree  by  precept  end 
exsmple ;  will  always 
bare  a  following. 


I 


Strong. 


J I L 


J I 


Capable  of  part ormlng  nor- 
mal snd  routine  duties 
on  own  responsibility. 


Effectual  under 
and  routine 
stance*. 


J I 


_L 


Poor      Judgment ;      draw* 
wrong  conclusions. 


J L_L 


Begulres  constant  guid- 
ance snd  supervision  In 
bis  work,  or  evades 
responsibilities. 


J L 


Wssk ;  with  Uttls 


I L 


A  poor  leader  of  men ; 
falls  to  attract  others ; 
doe*     not     inspire     eon- 


i  Willi  reference  to  the  fac- 
ulty of  being  courteous, 
considerate,  and  sensible 
in  desllng  with  others.) 


Cooperation 


Adaptable  and  courteous 
to  a  high  degree.  Can 
be  relied  upon  to  handle 
delicate  question*  or  sit- 
uation*. 

I I      I      I 


Adaptable,  courteous,  snd 
successful  In  dealing 
with  others. 


J I l__L 


Seasonably  tactful. 


Irritate*;  create*  friction. 


J I I L 


(With  reference  to  the  fac- 
ulty of  working  harmoni- 
ously with  others  toward 
the  accomplishment  of 
common  duties.) 


Loyalty 


Exceptionally  successful 
In  working  with  other* 
to  a  common  end. 


la    harmony    with 


tridellty,  fslthfulneaa,  alle- 
giance, constancy  —  all 
with  reference  to  a  cause 
and  to  higher  authority.) 


Attention  to  Duty 


Unswerving  In  allegtsnce; 
frank  snd  honest  In  sid- 
ing and  advising. 


i i 


a  Ugh 


J L 


i  at  Isfsttr. 


I I 


Beaponelvs  to  leadership. 


-U I I L_ 

Faithful    in   the  execution 


(With  reference  to  the  fac- 
ulty of  carrying  on  all 
work  In  s  thorough  and 
conscientious  manner.) 

Prenence  of  Mind 


I  I  I 


lias  ao  exceptionally  high 
standard  with  reference 
to  devotion  to  duty. 


Attends  to  his  doty  In  a 
highly  satisfactory 
manner. 


I I 


8.tuf»ctorj    sttsatloa    to 
duty. 


I  I  I 


BrpsrerHteal ; 


±_J L 


J 1 


(With  reference  to  the  fsc- 
ultv  of  acting  Instinc- 
tively In  s  logical  man- 
ner In  difficult  and  un- 
forseen  situations.) 

Endurance 


Except  ionslly  cool-beaded 
and  logical  In  bis  ac- 
tions under  all  condi- 
tions. 


I      I      I      1 


Composed  and  logical  In 
bis  actions  In  difficult 
situation*. 


i      i      i 


Of  normal  endurance. 


I      I       I 


I      I      I 


(With  reference  to  ability 
for  carrying  on  under 
any  and  all  conditions.) 


Industry 
(With 


Capable  of  standing  an  ex- 
ceptional amount  of 
physical  hardship*  and 
strain. 

i      i      I      I 


Can  perform  well  his 
duties  under  trying  con- 
ditions. 


J I L 


Tins  or  ESSn  •ssUj. 


J L 


reference  to  per- 
formance of  duties  In  an 
energetic  manner.) 


Military  Bearing 


I I 


Thorough  and  energetic. 


J L 


Indolent:  lascttve:  lui. 


TJmllttsiy  S 


I  I  I  I 


(With  reference  to  military 
carriage  and  dignity  of 
demesnor.) 

Neatneaa    of    Person    and 
Dreaa 


Exceptional  in  carriage. 


I  I 


Carrie*  himself  wsU. 


Bearing  fair. 


(With  reference  to  correct- 
ness of  uniform  and 
smartness  of  appearance,  i 


Aptitude  for  Service 

( With    reference    to    *    na- 
tural   capacity    and   gen- 


Punctilllous  as  to  uni- 
form ;  Immaculate  In 
dress  and  person. 


i i 


Properly  snd  well  dressed 
and  careful  of  personal 
appearance. 


Untidy    In    dreaa    or    per- 


I i 


Enthusiastic  and  excel- 
lently titled  for  the 
Nuval  Service. 


Well  fitted  and  Interested. 


Adapts  himself  to  and  la 
acquiring  a  capacity  for 
the  service. 


J L 


REMARKS 

Give  in  this  space:  (a)  A  clear  and  concise  estimate  of  this  officer's  personal  and  military  character,  (6)  his  fitness  for  promotion,  (c)  any 
duty  performed  worthy  of  special  mention,  (d)  also  any  information  which  might  be  of  value  to  the  department  in  making  assignments 
to  duty. 

THIS  SPACE  MUST  NOT  BE  LEFT  BLANK 

(See  An.  117  (7),  C.  8.  N.  R-.  UX) 
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APPENDIX 

2  I  NAVY  RATING 


i 


OFFICE*'!  FITNESS  8EPORI  WORK  SHEET 

READ  CAREFULLY  THE  INSTRUCTIONS  ON  THE  REVERSE  SIDE 


DAT! 

|.      N*««                                          (l"t)                                            <Bret)                                            (middle) 

RANK  AND  CLASSIFICATION 

FILE  NO. 

SHIP  OR  STATION 

PERIOD  OF  REPORT   (mo.  day.  Fear) 
DATE  FROM                              J     DATE  TO 

DATE  OF  REFORTLNO  TO 

PRESENT  SHIP  OB  STATION 

OCCASION   FOR  REPORT 

1 — 1      DETACHMENT  OF               | — 1     DETACHMENT  OF               1 — 1      REOTfLAB                               | — |                                                        | — 1 

L_l      OFFICER  REPORTED  ON  I_J      HEI'OnTINO  SENIOR          l_l     SEMI-ANNUAL                      LJ      QUARTERLY                            J      SPECIAL 

2,    DESCRIPTION  OF  DUTIES  SINCE  LAST  FITNESS  REPORT  (List  moct  recent  tint  and   describe  aerurately.     Include   periods  of  leave,   transit,   at*.,  also 

PROM 

TO 

*                                                                                                                        iaclude  employment  of  ship. I 

MO. 

YB. 

MO. 

YB. 

Has   aresent  duty  oninoed  since  lest  fltnots  report  n$  intimitis  I 


_□_ 


An  you  physically  quell/led 
for  Sea  Duty? 

Dr.  d„.  pa 


If  Aviator.  Indicate  H*.  *t 
Flight  Hours  Lut  Two  yitn 
for  Each  Typo  Aircraft  (Llit 
Moat   BoeaM  Tyro   Flnt) 


TYPE  OF  AIRCRAFT 


NO.  OF  HOURS 


MY  PREFERENCE    SEA 
FOR  NEXT  DUTY 


KIND  OF  DUTY 


KIND  OF  DOTY 


SECTIONS  6  THROUGH  12  TO  BE 
FILLED  IN  BY  REPORTING  OFFICER 


NAME  OF  REPORTING  OFFICER 


OFFICIAL  STATUS  RELATIVE  TO  OFFICER  REPORTED  ON 


IS  THIS  OFFICER  QUALIFIED  TO  PER- 
FORM ALL   HIS  I — I 
PRESENT  DUTIES?        LJ   YES 


Di 


INDICATE   MORE   RESPONSIBLE   DUTIES   FOR  WHICH    HE   IS   IN   TRAINING.   (If  none,  to  (tats) 


?      Comment  on  special  or  outstanding  Qualifications  i 


uldered  In  determining  the  kinds  of  c 


FOR   WHAT   DUTIES   IS   HE   RECOMMENDED? 


FOB  EACB  FACTOR  OlSSI.RYETr  CHECK  TTIE  APPROPRIATE  BOX  TO  INDICATE  HOW  THE  OFFICER  COMPARES  WITH  ALL  OTHERS  OF  THE  SAME  RANK,  CLASSIFICA- 
TION AND  CORPS  WHOSE  HUiFC-siONAL  ABILITIES  ARE  KNOWN  TO  YOU  PERSONALLY  DO  NOT  LIMIT  THIS  COMPARISON  ONLY  TO  THE  OTHERS  NOW  UNDER 
YOUR  COMMAND  DO  NOT  HESITATE  TO  MARK  "NOT  OBSERVED"  ON  ANY  QUALITY  WHEN  APPROPRIATE.  NO  ENTRY  WHICH  IS  MADE  IN  THIS  SECTION  WILL  BE 
CONSIDERED  AN  UNSATISFACTORY  BEPORT  WHICH  MUST  BE  REFERRED  TO  THE  OFFICER  FOR  STATEMENT.  ONLY  ENTRIES  DESIGNATED  IN  SECTIONS  8.  9.  11 
AND  12  WILL  BE  SO  CONSIDERED. 


RATING      FACTORS 

Not 
Observed 

Within 
Bottom 

10% 

Within 
Neat 

20% 

Within 
Middle 
40% 

Within 

Next  Top 

20% 

Within 
10% 

A.  SEA  OR  ADVANCE  BASE  DUTY 

1.  STANDING  DECK  WATCHES  UNDERWAY? 

How  does  this  Oflleir  compare  In: 
NOTE:       ITEM    (A3)    TO    BE 
MARKED     FOB     ALL    OFFI- 
CERS. 

2.  ABILITY  TO  COMMAND? 

3.  PERFORMANCE  IN  PRESENT  DUTIES  AS  DESCRIBED  IN  SECTION  2.  ABOVE? 

1  REACTIONS  DURING  EMERGENCIES? 

5.   PERFORMANCE  AT  BATTLE  STATION  OR  IN  BATTLE  DUTIES? 

B.  INITIATIVE  AND 

1.  ASSUME  RESPONSIBILITY  WHEN  SPECIFIC  INSTRUCTIONS  *»K  LACKING? 

RESPONSIBILITY 

1   GIVE   FRANK   OPINIONS   WHEN   ASKED   OR  VOLUNTEER  THEM   WHEN 

NT-XESH  ■■,  nv    V'i   AVOID   MISTAKES? 

How  well  doe*  thlt  officer: 

3.  FOLLOW  THROUGH  DESPITE  OBSTACLES  IN  CARRYINO  OUT  RESPONSIBILITIES 
ASSIGNED  OR  ASSUMED  I 

C.  UNDERSTANDING  AND  SKILL 

How  well  doea  thti  officer: 

1.  UNDERSTAND  INSTRUCTIONS  OrVEN.  AND  USE  SUGGESTIONS  OFFERED? 

2.   EXERCISE  JUDGMENT? 

3    RATE  IN  TECHNICAL  COMPETENCE  IN 
HIS  SPECIALTY.  IK  ANY?  INamu  Specialty! 

1.  INSPIRE  SUBORDINATES  TO  WORK  TO  THE  MAXIMUM  OF  THETB  CAPACITY? 

D.  LEADERSHIP 

Haw  well  doea  thli  offlsar: 

2.  EFFECTIVELY  DELEGATE  TASKS  AND  AUTHORITY? 

3.  TRANSMIT  ORDERS.  INSTRUCTIONS.  AND  PIANS? 

4.  ORGANIZE  HIS  WORK  AND  THAT  OF  THOSE  UNDER  HIS  COMMAND  OR 
SUPERVISION? 

5.  MAINTAIN  DISCIPLINE  AMONG  THOSE  UNDER  HIS  COMMAND  OR  DIRECTION? 

E.  CONDUCT  AND  WORK  HABITS 

How  doe*  this  officer  compare  la: 

1.  ABILITY  TO  WORK  WITH  OTHEB3? 

2.  ABILITY  TO  ADAPT  TO  CHANGINO  NEEDS  AND  CONDITIONS? 

S.  MILITARY  CONDUCT— BEARma,  DBESS.  COURTESY,  ETC.  ? 

INDICATE    YOUR    ATTITUDE   TOWARD 


PREFLrt  NOT 


TO  HAVE  HIM? 


DESIRE  HIM? 


9a.  £•».' 


Would  You  Promote  Him: 


'•D 


(Unsatisfactory) 


IF  90%  WERE  IF  70%  WERE  IF  30%  WERE  IF  ONLY  10% 

l?| — 1    TO  BE I — |    TO  BE  | — |    TO  BE  | — I    WERE  TO  BE 

I I    PROMOTED?      I_J    PROMOTED?      I  PROMOTED?      | I    PROMOTED? 


OK  How  many  Off) 
'  group  uted  '— 
I-]    !P_PB 


~(j"  COMMENT  IN  SECTION   12  AND  QlVE  REFERENCE  HERE  TO  ANY  COMMENDABLE  OR  ADVERSE  REPORTS  THAT  HAVE  BEEN  MADE  ON  THE  OFFICER  DURING  THIS  PERIOD. 


D 


□ 


HAVE  YOU  ANY  ADVERSE  COMMENTS  TO  MAKE  REGARDING  THIS  OFFICER'S 
'  QUALITIES  OR  PERFORMANCE? 
HAS  HE  ANY  MENTAL  OR   MORAL  WEAKNESS     WHICH  ADVERSELY  AFFECTS 
HIS  EFFICIENCY?  


Q™     D    NO       If  yet.   explain 
□    YES      □    NO        ,D    *,I,0B    K 


UNSATISFACTORY.  Yes  In  either  Item  of  Section  1 1 
constitute*  an  unsatisfactory  report  and  must  be  referred 
to  the  officer  for  statement. 


12.  Qlvo  ***  Lbl'  *DBC*  *  cl°*r' 


praltsl  of  the  officer  reported  on  end  his  performsnee  of  duty.  Including  enj  wort  by  of  specie!  mention.  Include  r  commendations  as  to  promotion.  Any  *ute- 
Ufectory  performance,  ebilliT.  character,  or  ronduet  must  be  referred  to  the  officer  for  ttatemenL  Statements  of  a  conitnjcttte  nsture  which  refer  to  minor  Imperfections  or  I»ck  of 
it  do  not  corutlluto  an  unj  at  Is  factory  report.  For  example:  "This  officer  we*  a  little  slow  Id  setting  started  but  Is  now  making  good  progress"  or  'This  officer  Is  well  Qualified  In  bu 
ee  bat  has  bad  no  experience  at  set"  would  not  ba  uoi  at  It  factory  in  nature. 


Chart  ana  if  than  boxes  —  I  CONSIDER  THIS  BEPORT  TO  BFJ  I I    SATTSFACTOBY 


□ 


□ 


UNFAVORABLE 


□ 


UNSATISFACTORY 


(If  additional  — asa  la  needed  attaah  extra  sheet) 


610 H AT URE  OF  OFFICER  REPORTED  Ohl  (Applies  m'  -^tlsne  I  through  6)        SIGNATURE  OF  RKPOB3TNQ  OFFICE1" 


thli   report   been   I      ]      ~ 

shown   or  referred  to  I )  ■•* 

•fflter  reported  *   * 


n»« 


DO  HOT  FORWARD  THIS  SHEET  TO  BCPERS 


OFFICER'S  FITNESS  REPORT 
INSTRUCTION  SHEET 


IMPORTANT  INSTRUCTIONS— READ  CAREFULLY 


GENERAL  INSTRUCTIONS 

The  attached  revised  Officer's  Fitness  Report  is  to  be  used 
in  place  of  the  old  forms,  NAVPERS  310  and  311. 
This  form  serves  the  following  purposes: 

1.  It  serves  as  a  report  of  fitness  for  all  officers  both 
afloat  and  on  shore. 

2.  The  first  carbon — (Page  2) — keeps  up  to  date  in  Uu- 
Pers  the  Officer's  Qualifications  Questionnaire,  which 
provides  the  Bureau  with  information  covering  each 
officer's  previous  experience  and  qualifications  for 
various  types  of  duty. 

3.  The  second  carbon — (Page  3) — provides  data  cover- 
ing changes  in  the  officer's  qualifications  and  is  to  be 
filed  in  the  Officer's  Qualification  Record  Jacket  as 
an  aid  to  Commanding  Officers  and  Personnel  Officers 
in  assigning  him  properly. 

This  form  is  to  be  submitted  semi-annually  for  all  officers 
and  in  all  cases  of  permanent  detachment  of  either  the 
officer  or  reporting  senior.  Special  reports  of  fitness  on  an 
officer,  on  the  prescribed  form,  shall  be  made  whenever 
the  officer  reported  on: 

(a)  Distinguishes  himself  in  battle. 

(b)  Performs  an  outstanding  act  of  valor  or  devotion 
to  duty. 

(c)  Displays  extraordinary  courage,  ability,  or  resource 
in  time  of  peril  or  great  responsibility. 

(d)  Is  guilty  of  serious  misconduct  or  marked  inefficiency. 

A  typewriter  is  to  be  used  when  at  all  possible  in  filling  out 
Sections  1  through  6.  Since  96%  of  all  fitness  reports 
received  in  BuPers  are  typed,  the  form  has  been  constructed 
for  that  type  of  preparation.  Care  should  be  exercised  that 
the  carbon  copies  are  legible  if  a  typewriter  is  not  used. 


INSTRUCTIONS  FOR  REPORTING  OFFICERS 

In  deciding  on  promotions  of  officers,  Selection  Boards 
must,  in  effect,  compare  an  officer  with  others  of  the  same 
rank  rather  than  with  more  arbitrary  standards.  You  will 
note  that  in  Section  7  and  subsequent  sections  you  are  asked 
to  do  just  that  —  compare  each  officer  with  all  others 
of  the  same  rank  and  corps  whose  professional  abilities  are 
known  to  you  personally.  Please  note  that  the  officer  is 
not  to  be  compared  only  with  the  others  of  his  rank  now 
under  your  command.  For  this  reason,  it  is  important  to 
indicate  in  Section  9b  how  many  officers  are  included  in  the 
group  you  use  for  comparison. 

In  making  this  comparison,  keep  in  mind  that  the  group 
of  officers  whose  professional  abilities  are  known  to  you 
personally  (or  any  other  group  of  people)  will  fall  into  a 
normal  distribution  when  graded  on  any  trait  or  factor — 
that  is,  there  will  be  a  small  number  at  the  lower  end.  a 
larger  group  in  the  middle,  and  a  small  group  at  the  top. 
With  this  curve  in  mind,  compare  the  officer  with  the  group 


and  mark  him  on  each  factor  in  Section  7  as  falling  in  one 
of  the  five  brackets — the  lower  10%,  the  next  20%,  the 
middle  40%,  the  next  20%  or  the  top  10%.  Do  not  hesitate 
to  mark  "not  observed"  on  any  factor  which  you  think  not 
applicable  to  the  duty  in  which  you  have  observed  the  officer 
or  in  which  your  observation  has  been  too  limited  to  warrant 
judgment. 

No  entry  which  is  made  in  Section  7  win  be  considered  an 
unsatisfactory  report.  Only  adverse  comment  in  Section  6 
and  entries  so  designated  in  Sections  8,  9,  11  and  12  will  be 
so  considered. 

An  unsatisfactory  report  must  be  referred  to  the  officer  re- 
ported on  for  his  statement  which  is  to  be  attached  to  the 
report  of  fitness.  In  any  case  open  to  question  as  to  what 
constitutes  an  entry  of  an  unfavorable  or  unsatisfactory 
nature  the  officer  will  always  be  given  the  benefit  of  having 
seen  the  report.  (See  Articles  1701  and  1405  Navy  Regu- 
lations, and  BuPers  Manual  Article  B-2202. 
The  Bureau  desires  that  reporting  seniors  make  every  effort 
to  show  each  fitness  report  to  the  officer  reported  upon  and 
to  discuss  it  with  him,  in  so  far  as  practicable.  In  this  con- 
nection please  note  the  instructions  in  Section  12  which 
provide  that  statements  of  a  constructive  nature  which 
refer  to  minor  imperfections  or  lack  of  qualifications 
do  not  constitute  an  unsatisfactory  report.  On  every  report 
of  fitness,  the  reporting  senior  will  indicate  under  Section 
12  whether  the  officer  reported  on  has  or  has  not  seen  the 
report. 

The  reporting  senior  will  sign  all  three  pages  of  the  report 
in  the  lower  right  hand  corner,  or  will  sign  the  original  and 
designate  a  commissioned  officer,  preferably  senior  to  the 
officer  reported  on,  to  authenticate  Pages  2  and  3  in  lower 
right  hand  corner.  The  officer  reported  on  may  sign  and 
retain  Page  3,  inserting  same  in  his  qualification  jacket,  if 
he  is  geographically  detached  from  the  reporting  senior. 
The  Officer's  Fitness  Report  (Page  1)  and  the  Officer's 
Qualification  Report — BuPers  Copy — (Page  2)  are  to  be 
forwarded — not  separated — to  BuPers.  The  Officer's  Qual- 
ification Report — Jacket  Cop) — (Page  3)  is  to  be  detached  - 
and  filed  in  the  Officer's  Qualification  Record  Jacket. 
Fitness  Reports  are  to  be  submitted  promptly  and  their 
preparation  is  one  of  the  most  important  and  responsible 
duties  of  superior  officers.  Failure  to  prepare  them  object- 
ively is  detrimental  to  the  efficiency  of  the  Navy.  If  not 
submitted  promptly,  the  rights  of  the  officer  reported  on 
may  be  prejudiced.  The  fitness  of  an  officer  for  the  service 
with  respect  to  promotion  and  assignment  to  duty  is  deter- 
mined by  his  record 


INSTRUCTIONS  FOR  OFFICER  REPORTED  ON 

It  is  your  responsibility  to  fill  out  Sections  1  through  5  of 
this  form  and  to  sign  all  sheets  in  the  lower  left-hand  cor- 
ner. Submit  the  form  to  your  reporting  senior  at  the  times 
specified  in  the  General  Instructions  above.  Use  a  type- 
writer, if  at  all  possible — if  not,  use  ink,  but  be  sure  that 
all  copies  are  legible. 


NOTE     For  convenience  'here  is  printed  on  the  back  of  these  instruction'  a  m  rk  si.   ■•<  which  v  iy  be  used   is  a    Irajt  in  preparing  the 
carbonized  set.   The  wort  sheet  u  to  be  detached  before  filling  out  the  cati  ontW  set  and  is  'JOT  to  be    n-woi  led  to  BuPers. 
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APPENDS   S 
[Y  RATING  FORM 


( 


( 


EFFICIENCY  REPORT 

See  AR  600-185  for  details. 


Ur.tt  Adjutant  or  Personnel  Officer  will  complete  Sections  1  and  HI. 
Rating  Officer  will  complete  Sections  II,  IV,  V,  VI,  VI!,  VIII,  and  IX. 
Indorsing  Officer  will  complete  Sections  II,  V,  VII,  and  IX. 


Section  I.  OFFICER  REPORTED  UPON 

Use  typewriter  or  print  in  ink.     Use  carbon  paper  to  fill  out  Section  III  at  same  time.     See  AR  600—185. 


DO  NOT 
WRITE 

IN  THIS 
SPACE 


LAST  NAME  FIRST  NAME  INITIAL 


SERIAL  NUMBER 


ARM  OR  SERVICE 


PERIOD  OF  REPORT 


FROM  TO 


THEATER  OR  CONTINENTAL 
COMMAND 


UNIT,  ORGANIZATION.  AND  STATION 


PRIMARY  MOS 


DUTY  ASSIGNMENT 
(MOS  CODE) 


DUTY  LEAVE        OTHER  NON-DUTY 


DATE  OF  REPORT 


FOR  REPORTS  RENDERED  BECAUSE  OF  PERMANENT  CHANGE  OF  STATION,  SUPPLY  ADDRESS  OF  UNIT  AND  INSTALLATION 
WHERE  OFFICER  WILL  REPORT 


F-Q 


NAME,  GRADE,  AND  ORGANIZATION  OR  UNIT  OF  RATING  OFFICER 


NAME,  GRADE,  AND  ORGANIZATION  OR  UNIT  OF  INDORSING  OFFICER 


Section  II.  DATA  AND  SUGGESTIONS  FOR  USE  IN  ASSIGNMENT 

NOTE:  Information  on  this  page  will  be  forwarded  to  the  Career  Branch  of  the  Personnel  and  Administration  Division  by  TAG  after  ratings 
have  been  determined.  Proper  future  assignment  and  utilization  of  the  officer  will  depend  upon  the  care  with  which  information  in  this  section 
is  formulated  and  reported.  Use  typewriter  or  print  in  ink. 

A.   DUTIES  ACTUALLY  PERFORMED  ON  PRESENT  JOB.    To  be  supplied  by  Rater.  Be  specific.  Give  his  duty  assignment  and  all 
additional  duties  with  enough  specific  detail  to  show  scope  of  job  in  each  area. 


B.  DESCRIPTION  OF  OFFICER  RATED  AND  COMMENTS.    These  paragraphs  should  cover  physical,  mental,  moral  qualities  of  rated 
officer,  specialties  of  value  to  the  Army,  and  any  special  defects  or  weaknesses  affecting  his  ability  to  do  certain  assignments. 


COMMENTS  OF  RATING  OFFICER 


COMMENTS  OF  INDORSING  OFFICER 


ESTIMATED  DESIRABILITY  IN  VARIOUS  CAPACITIES.    Assume  you  are  a  commander  of  a  major  unit  in  war.  Indicate  to  what  extent 
you  would  want  the  rated  officer  to  servo  under  you  in  the  next  higher  grade  in 
each  type  of  duty  described  below.     Place  an  X  in  the  proper  box,  using  the 
shaded  NA  area  if  the  duty  is  not  applicable.   If  line  h  is  used,  specify  the  nature 
of  the  specialty. 


a.   Represent  your  viewpoint  and  make  decisions  in  your  name  at  a  higher  headquarters. 


b.   Command  a  unit  immediately  subordinate  to  you  on  a  combat  mission. 


c.    Be  responsible  in  an  emergency  calling  for  initiative,  coolness,  forceful  leadership. 


d.   Work  on  an  assignment  requiring  great  attention  to  detail  and  routine. 


Plan  all  aspects  of  a  military  situation,  using  judgment,  initiative,  and  coolness. 


f.  Carry  out  an  assignment  in  a  civilian  component  such  as  ROTC,  NG,  or  ORC. 


g.    Represent  you  where  tact  and  ability  to  get  along  with  people  are  needed. 


h.  Work  on  an  assignment  as  specialist  or  technician.   (Specify.) 


i.   Carry  out  the  duties  of  the  type  of  work  to  which  he  is  now  assigned. 


D.   IMMEDIATE  RECOMMENDATIONS  FOR  CAREER  DEVELOPMENT.    Be  specific. 


RATER'S  RECOMMENDATION  FOR  ASSIGNMENT   (MOS  CODE) 


INDORSES'S  RECOMMENDATION  FOR  ASSIGNMENT    [MOS  CODE) 


RATER'S  RECOMMENDATION  FOR  FURTHER  TRAINING 


INDORSEES  RECOMMENDATION  FOR  FURTHER  TRAINING 


E.  ENTRIES  ARE  BASED  ON- 

(RATER  WILL  CHECK) 


INTIMATE  DAILY 
CONTACT 


FREQUENT  OBSERVATION  OF 
THE  RESULTS  OF  HIS  WORK 


INFREQUENT  OBSERVATION  OF 
THE  RESULTS  OF  HIS  WORK 


ACADEMIC 
RECORDS 


OFFICIAL 
REPORTS 


.--_       -AGO    FORM 
WD  1  JUL  47 


67-1 


PART  1 


IBM  FORM  ITS.  1100  F  1429  REV. 


F 1429  REV. 3 

FPH#<|Pk|«<Y      SEDA9JT                                       '"''"'  adjutant  or  Personnel  Officer  will  complete  Sections  1  and  III. 
" rlVlCnV.  T       KErvK  1                                        Ra,ing  officer  will  complete  Sections  II,  IV,  V,  VI,  VII,  VIII,  and  IX. 

WD   AGO   Form  67-1      Part   2             See  AR  600-185  for  details.               Indorsing  Officer  will  complete  Sections  II,  V,  VII,  and  IX. 

Section  III.  OFFICER  REPORTED  UPON 

Enter  same  information  as  for  Section  I. 

DO  NOT 
WRITE 

LAST  NAME                   FIRST  NAME                  INITIAL 

SERIAL  NUMBER 

GRADE 

ARM  OR  SERVICE 

COMPONENT 

PERIOD  OF  REPORT 

FROM 

TO 

SPACE 

THEATER  OR  CONTINENTAL 

UNIT,  ORGANIZATION,  AND  STATION 

PRIMARY  MOS 

DUTY  ASSIGNMENT 

DAYS  OF 

JP 

DUTY 

LEAVE 

OTHER  NON-DUTY 

DATE  OF  REPORT 

FOR  REPORTS  RENDERED  BECAUSE  OF  PERMANENT  CHANGE  OF  STATION.  SUPPLY  ADDRESS  Of  UNIT  AND  INSTALLATION 
WHERE  OFFICER  WILL  REPORT 

PQ 

OA 

READ  INSTRUCTION  SHEET  CAREFULLY                         c        .         ...     .„„    rDAnnckirv 
BEFORE  MARKING  THIS  SECTION                             Sect,0n    IV'   JOB    PROFICIENCY 

A.    Becomes  dogmatic  about                    •■ 

A     Always  criticizes, 

A.    Fails  lo  work  for  the 

A.    Fails  to  support 

his  authority.                                  "        ,,H. 

never  praises.                                 ■•        ",_ 

best  interest  of  all.                      !:       "^ 

fellow  officers.                               ::         v 

H- 

B.    Careless  &  slipshod  in                           ::i/> 

B.    Carries  out  orders  by                    |:        ;:i/> 

B.    Has  a  high  degree                       jj       ■•« 

8.    Oversteps  his  authority                j!        :;t/i 

attention  to  duty-                    Vl"    «   ,; 

< 

"passing  the  buck  "                  "*!!    .   ;' 

4    < 

of  initiative.                             Wi!  -,  J: 

< 

""10  "< 

C.    No  one  ever  doubts                U:! 

C.    Knows  his  job  and                   U;: 

C.    Never  makes  excuses              "jj 

C.    Gives  clear  and  concise          ^i! 

his  abilily.                                      '"'        '',m 

performs  it  well.                          ::       ■'*" 

for  his  mistakes.                             -:        '•'•¥ 

directions.                                        ••        ',UJ 

0.    Well-grounded  in  all                             :;-* 

0.    Plays  no  favorites. 

D.    Slow  in  accomplishing                 ::        i:-1 

D.    Very  exacting  in  all  details.          ■■        :■ 

phases  of  Army  life. 

his  work. 

A.    Follows  closely  directions 

A.    Constantly  striving  for  new 

A.    Criticizes  policies  of 

A.    Blames  others  for                          i]        [) 

cf  higher  echelons.                             "|_ 

knowledge  and  ideas. 

superiors.                                         ■•        ",_ 

his  mistakes.                                         ■■,_ 

B      Inclined  to  "gold-brick ."                       !•« 

C     Businesslike                                            ;■« 

B.    Others  can't  work                          ■•        i!i/> 

B.    Always  demands  strict                 !•        !;i/> 

r 2  ;:< 

n   5   < 

wilh  him.                                      "»«   Q    ■ 

< 

discipline.                                     ","  -,-.  ,! 

n    "    < 

C.    Criticizes  unnecessarily            Ojj        :: 

C     Apparently  not                           u 

C.    If  he  is  wrong,  will                   ***\ 

C.    Excellent  at  constructive          u:;        \\ 

::«*j 

physically  fit.                                           ;:uj 

admil  it.                                           '•■        ::ui 

crilicism.                                           '          ,UJ 

H 

S 

% 

5 

S 

Ul 

D.    Willing  to  accept                                 ■  ■-* 

D.    Fails  to  use  good                                    ::~J 

D.    The  men  know  Ihey  can  rely                  r,-1 

D.    Hesitant  about  rendering                       ji^ 

Ol 

responsibility. 

judgment.                                     :: 

on  his  judgment                             ::        :: 

decisions                                      '■'<       ■■ 

A.    A  go-getler  who  always           ::       :: 

A.    Cannot  assume 

A.    Doesn't  try  to  "pull  rank."         •!        ■; 

A.    Can  take  over  in 

does  a  good  job.                        ::       ::,_ 

responsibility.                                 ::        "- 

"t- 

an  emergency.                                     '!|_ 

B     Cool  under  all                                ;:        ijwi 

B.    Knows  how  and  when  lo             :■        :'i/i 

B.    Knows  men,  their  cap-                  jj        :;(/i 

B.    Fair  and  just  in                             !•       ■■*/> 

circumslances.                            "*"    -  :' 

delegate  authority.                  V1'-'  e  ;: 
0      < 

abilities  &  limilalions.                "*'•'•    -  :: 

^      9      < 

his  dealings.                                 !!  *n" 

C.    Doesn't  listen  to                      °.'S        :: 

C.    Offers  suogestions                     ^;: 

C.    Low  efliciency.                           °  ■ 

C.    Lacks  interest  in  his  job.          u:|        :: 

suggestions.                                             ::uj 

::  t" 

:.        .:iw 

:.       ..iw 

5 

s 

5 

S 

D.    Drives  instead  of  leads                        jj 

D.    Too  easily  changes  his  ideas 

D.    Uses  a  steady  monotone                       :■-' 
in  his  speech.                                       i: 

D.    Questions  orders  from                           ■;— ' 
superiors. 

FiEAD  INSTRUCTION  SHEET  CAREFULLY                          c      ..         .,     ,.~D    nn-^nricMrv 
BEFORE  MARKING  THIS  SECTION                               SeCt,0n   V"   JOB   PROHCIENCY 

DO  NOT  WRITE  IN  THIS  SPACE 

Management  and  operalion  of  military  mailers  not  included  in 
tactics  and  strategy. 

Assisling  commanders  of  battalions  or  larger  units  in  devising  methods 
of  meeting  the  requirements  of  military  situations. 

2    The  direction    of  the  over-all  operalion  of  a  military  unit. 

Presenting  learning  materials  in  a  classroom  situation  in  a  military 
or  civilian  component. 

6    Duties  involving  aeronautical  skills  performed  by  rated  othcers 

7    Training  at  service  schools.  Air  University,  Army  Industrial  College,  elc. 

Exercise  of  specialized  knowledge,  requiring  lengthy  technological 

4 

FOR  RATING  OFFICER                                                                                                                  FOR  INDORSING  OFFICER 

PRIMARY 

12          3          4          5                     0          7          8          9         10 

PRIMARY 

12          3          4          5                     6          7          8          9         10 

SECONDARY 

12345                     6789         10 

SECONDARY 

12          3          4          5                     6          7          8          9         10 

8 

9 

10 

it 

12 

13 

14 

15 

16 

DO  NOT 
WRITE  IN 

21 

22 

23 

14 

25 

26 

27 

26 

29 

30 

31 

32 

THIS  SPACE 

A.  People  work  for  &  with  him        j-       jj 
because  of  his  personality.          ::       '-'^ 

t- 

B.  Never  rank-conscious.                 jj       -jm 

7 1  :;< 

C.  Thinks  only  of  himself.           °)| 

S 

D.  Worries  a  great  deal.                ■• 

A.    Lacks  ability  to  inspire  con-       j; 

fidence  of  men  &  officsr;.                  ::,_ 

►- 
8.    Easygoing.                                     ■•       [twi 

</>::       :: 

_    4   < 

C.  Type  of  man  everyone            ^jj 

likes  for  a  friend.                                  ;:uj 

D.  Has  a  quiet,  dignified                  ::       j;-1 
bearing.                                         ::       i: 

A.  Plenty  of  military  snap,                jj 
bearing,  &  nealnsss.                     :: 

B.  Normally  cheerful. 

to;: 

C.  Can't  take  criticism.                 "■' 

5" 

D.  Doesn't  get  along                        ;: 
with  people.                                 i: 

1% 

A. 

B. 

c. 

D. 

Obtains  respect  &obedience       -j 
without  causing  resentment.        ■• 

i- 
Laclts  aggressiveness. 

10 

Has  an  excellent  command     ^jj 
of  language.                              ^m'-'- 

Lacking  rn  good  conduct 

&  moral  habits.                               jj 

< 

A.  Active  in  athletics.                      jj 

B.  Firm  but  not  overbearing.           \\       |]vi 

7  2"< 

C.  Egotistical.                                °jj       jj 

D.  Rubs  people  the                        ::       ::-* 
wrong  way.                                 :i       !! 

A.  Hot-tempered. 

t— 

B.  Fails  to  demonstrate                       j;        jjv> 
originality.                                    Ul«    c  :: 

~      &      < 

C.  Reserved.                                  °]j 

s" 

D.  Impresses  people  favorably.       jj 

A.  Modest  &  reserved. 

B.  Doesn't  have  drive  or 
force  he  should. 

C.  Antisocial. 

D.  Respected  by  all 
fellow  officers. 

A, 

Coolheaded. 

Commands  respect  by 

his  actions.                                   WJ,!  .. 

Overbearing.                            ^jj 
Indifferent.                                       jj 

!  m 

< 

5 

8    < 

B. 
C. 
D. 

A.    Compliments  a  man  on              j|       |j 
his  good  work.                           ■■        ",__ 

D.    Loses  his  head,  gels  excited.        ';j        j;  yi 

7  3  "* 

C.  Has  admiration  of  ohicers      °jj       jj 

&  men  alike.                                "       ;:uj 

D.  Poor  in  dress  &                           :\       ::~i 
appearance.                                  i;       :: 

A.  Boastful.                                        U       1] 

B.  Inspires  pride  in  the                    jj       jji/> 
organization.                             "••«    -  :: 

C.  Lacks  lad.                                 °jj       jj 

D.  Thoughlful  of  others. 

A.  A  quiet,  unassuming  officer.        \\ 

B.  Follows  rather  than  leads.           jj 

C.  Has  an  attitude  of                      °jj 
superiority.                                   ;; 

D    Tactful.                                       ;; 

9:< 

A. 

B. 

c. 

D. 

Immature.                                      j! 
Modest  but  not  retiring.              jj 
Nervous.                                      Ojj 

s" 

Thoroughly  cooperative               :; 
in  his  work.                                     j; 

< 

Section  VII.  PERSONAL  QUALIFICATIONS 

Use  ELECTROGRAPHIC  PENCIL,  following  same  directions  as  for  Section  V.   MARK  ALL  SIX  QUALIFICATIONS. 

FOR  RATING  OFFICER 

FOR  INDORSING  OFFICER 

The  degree  to  which  he  is  able  to  meet  situations  without 

12345                     6789         10 

l 

2         3 

4        5                  G        /        r.        9        io 

The  degree  to  which  he  is  able  and  wilting  to  work  wilh 
other  officers  and  enlisted  men. 

12345                      6          78910 

l 

2         3 

4          5                     6          7          8          9         10 

The  degree  to  which  he  is  able  to  act  on  his  own 
responsibility  in  absence  of  orders. 

12345                     C789         10 

l 

2         3 

4          5                      S          7          8          0         1 

0 

The  degree  to  which  he  is  able  to  discriminate  &  evaluate 
fads  to  arrive  at  logical  conclusions. 

12          3          4          5                      6789         10 

1 

2         3 

4          5                     6          7          8          9         10 

The  degree  to  which  his  appearance  and  behavior  cause 
people  lo  react  favorably. 

12345                     6          7          8          9         10 

l 

2         3 

4          5                     6          7          8          9         10 

The  degree  !o  which  he  is  able  to  carry  out  orders  with 
consistency  &  firmness  lo  achieve  objectives. 

12345                     6789         10 

1 

2         3 

4          5                     6          7          6          9         10 

Section  V!!l.  OVER-ALL  RELATIVE  RANK 

FOR  RATER  ONLY 

II  these  officers  were  arranged  in  order,  considering  over-all  future 
ness  to  the  Army,  horn  highest  (Not}  to  poorest,  this  officer  would  b 

useful- 
No 

Section  IX.  AU 

rHENTICATION 

for  signatures}  or  ink. 

in  accordance  with  instructions  cc 
snd  impartial. 

r.fainerj  th 

srein,  and  that 

1  certify  that  1  have  re3cl  the  current  AR  600- 
to  the  best  of  my  knowledge  and  belief  all  e 

185  and  that  all  ratings  are  made 
ntries  contained  hereon  are  true 

SIGNATURE  Of  RATING  OFFICER 

SIGNATURE  OF  INDORSING  OFFICER 

NAME,  GRADE,  AND  ORGANIZATION  OR  UNIT 

NAME,  GRADE,  AND  ORGANIZATION  OR  UNIT 

OFFICIAL  STATUS  OF  RATED  OFFICER  WITH  RESPECT  TO  RATING  OFFICER 

OFFICIAL  STATUS  OF  RATED  OFFIC 

:r  WITH  RE 

SPECT  TO  INDORSING  OFFICER 
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APPENDIX  F 
AIR  F0RC2   RATING    0DRK   BOOKLET 

(s  .r) 


J 


Allowed  personal  interest  Made  excessive  use  of  the  Accepted  rr 

and  welfare  to  interfere  privileges  of  his  rank  to  inconvenien 

seriously    with     perform-  increase  personal  comfort  perform  his 

ance  of  duty.  or  avoid  i 


COOPERATING  WITH  ASSOCIATES  (Soe  also  1-11) 

□  1  2 


Subordinated  personal 
desires  to  the  perform- 
ance of  duty. 


1  known       Refused   to   help   or   co-     Cooperated    only    grudg-     Gave  some  assistance  to 
operate  with  an  associate,     ingly  with  an  associate.        an    associate    when    re- 
quested to  do  so. 

SHOWING  LOYALTY 

□  1  2  3 


Unknown       Openly  criticized   a  sup-     Allowed    a    superior    or  Supported  the  policies  ( 

erior  or  associate.  associate  to  be  criticized  actions  of  a  superior  ( 

without  coming  to  his  de-  associate, 
fense. 

43.     TAKING   RESPONSIBILITY  FOR  SUBORDINATES  (See  also  11-26) 


Cooperated  willingly  with 
an  associate  when  called 
upon. 


Gave  credit  to  a  superior 
for  accomplishments  of 
the  organization. 


Disregarded  personal  wel- 
fare and  interests  com- 
pletely when  necessary 
for  the  successful  per- 
formance of  duty. 


Voluntarily  assisted  an 
associate  when  help  was 
needed. 


Shared  any  criticism  or 
blame  directed  at  a  sup- 
erior for  the  mistakes  or 
shortcomings  of  his  organ- 
ization. 


Failed  to  take  any  re- 
sponsibility for  the  con- 
duct and  fair  treatment 
of  a  subordinate. 


Took  very  little  responsi-  Assumedresponsibilityfor 
bility  for  the  conduct  and  the  conduct  and  fair  treat- 
fair  treatment  of  a  sub-  ment  of  a  subordinate, 
ordinate. 


Assumed  substantial  re- 
sponsibility for  the  con- 
duct and  fair  treatment  of 
a  subordinate. 


Assumed  full  responsi- 
bility for  the  conduct  and 
fair  treatment  of  a  sub- 
ordinate. 


V.     PERSONAL  HABITS  AND  ADJUSTMENT 


ATTENDING  TO  DUTY 

□  I 


Required  constant  prod- 
ding and  close  super- 
vision to  keep  his  atten- 
tion on  his  assigned 
duties. 


Did  extra  work  voluntar- 
ily in  order  to  achieve  ob- 
jectives. 


ATTENDING  TO  DETAILS 

D  * 


Unknown        Neglected    an     important      Neglected  routine  details  Handled  satisfactorily  the  Gave  careful  attention 

detail    of    his    job    with     of  his  work,  slowing   up  important   details   of   his  the   important  details 

serious  results,  operations.  job.  his  job. 

46.     REPORTING  FOR  APPOINTMENTS 


Made  sure  that  all  details 
of  his  job  were  completely 
taken  care  of. 


Unknown  Failed  to  keep  an  appoint- 
ment causing  serious  in- 
convenience to  others. 


Was  late  for  an  appoint-  Notified  others  when  he 
ment  without  notifying  expected  to  be  late  for  an 
others.  appointment. 


47.     MEETING  COMMITMENTS  (See  also  1-3) 

D  1 


Unknown  Failed  to  meet  a  commit-  Was  late  in  meeting  a  Met  a  commitir 
ment  hindoring  the  work  commitment  causing  in-  promptly  and  fully, 
of  others.  convenience  to  others. 


Made  a  special  effort  lo  Kept  an  appointment  in 
be  prompt  in  reporting  for  spite  of  substantial  por- 
an  appointment.  sonal  inconvenience. 


Met  a  commitment  fully  Completed  an  assignment 
in  spite  of  difficulties  be-  ahead  of  time  and  more 
yond  his  control.  fully  than  required. 


48.     IMPROVING  EFFECTIVENESS  (See  also  VI-55) 
D  1  2 


Unknown  Refused  an  opportunity  Ignored  an  opportunity  to  Accepted  an  opportunity  Was  alert  to  an  oppor-  Sought  out  actively  an 
offered  him  to  improve  improve  his  proficiency  to  improve  his  proficiency  tunity  to  improve  his  opportunity  to  improve 
his  effectiveness.  or  potentiality.  or  potentiality.  effectiveness,  his  proficiency  and  poten- 

tiality. 

49.     BEING  FAIR  AND  SCRUPULOUS  (See  also  IV-40) 

□  1  2  3  4  5 


Unknown       Made    an    inaccurate    or     Used    an     indirect    and     Was   satisfactorily    accu-     Used  a  direct  and  forth-     Was    scrupulously    accu- 
evasive  statement  or  in-     questionable  method.  rate,  frank,  or  fair  in  a     right  method.  rate,  frank,  or  fair  ~ 

dulQed  in  a  "sharp"  prac-  statement  or  practice. 


statement  or  practice. 


X.     MAKING  USE  OF  EXPERIENCE  (See  also  VI-S6) 

D 

Unknown 


1 


Made  no  application  of  Failed  to  make  adequate 
his  own  or  others'  exper-  application  of  his  own  or 
ience  In  similar  work  re-  others'  experience  result- 
suiting  in  unnecessary  ing  in  a  loss  of  effective- 
delays  and  errors.  ness. 


31.     LONG-RANGE  PLANNING 

a  i 


lknown  Failed  to  prepare  plans  to  Prepared  only  inadequate 
guide  the  organization's  plans  based  on  a  sketchy 
work.  understanding  of  the  ob- 

jectives. 

TAKING  PROMPT  ACTION 

D  1  2 


Refused  to  act  when  a 
decision  was  urgently 
needed. 


33.     SUSPENDING  JUDGMENT 

□  1 


Refused  to  wait  for  or 
examine  essential  addi- 
tional facts  before  decid- 


34.     MAKING  CORRECT  DECISIONS 


Unknown       Made     a     bad     decision     Made  a  serious  error  in 
which  appeared  quite  con-     judging  the  relative   im- 
trary  to  the  known  facts.       portance  of  several   fac- 
tors In  deciding. 

36.     PERSISTING  IN  EFFORTS 

Q  1  2 


Unknown       Gj' 


up  as  soon  as  he  met 
opposition  or  difficulties 
in  pursuing  an  objective. 


MAKING    FORCEFUL   EFFORTS 

□  1 


Made  very  feeble  and  in-  Made  only  weak  and 
effectual  efforts  to  achieve  partially  effective  efforts 
an  objective.  to  achieve  an  objective. 


Made  some  application  of  Made  good  use  of  his  own  Applied     his     own     and 

his  own  or  others'  exper-  or  others'  experience  to  others'  experience  to  the 

ience  to  assist  him  on  a  work  out  a  problem.  fullest  extent  in  the  solu- 

problem.  tion  of  a  problem. 


Prepared  plans  based  on  Prepared  careful  plans 
only  the  immediate  ob-  based  on  a  full  under- 
jectives  of  the  organrza-  standing  of  all  the  objec- 
tion, tives. 


Hesitated  or  put  off  mak- 
ing a  needed  decision  al- 
though possessed  of  all 
essential  facts. 


Failed  to  request  or  ex- 
amine needed  additional 
facts  before  deciding. 


Kept  on  working  toward 
an  objective  of  the  organi- 
zation despite  minor  diffi- 
culties or  opposition. 


Developed  very  effective 
long-range  plans  based  on 
a  thorough  analysis  of  all 
objectives  and  of  means 
of  reaching  them. 


Decided  only  after  he  had 
been  supplied  with  some 
additional  information. 


Made  an  adequate  deci- 
sion based  on  a  reason- 
able interpretation  of  the 
facts. 


Took    prompt    action     to     Took    prompt    action    to 
meet  an  established  need,     meet   a    legitimate    need 
even    though    he    might 
have  delayed. 


Withheld  his  decision  on 
an  important  matter  until 
the  main  additional  facts 
needed     could     be     ex- 


Made  a  good  decision 
showing  sound  evaluation 
of  all  the  factors  involved. 


Insisted  in  spite  of  strong 
pressure  on  obtaining 
needed  additional  facts 
before  making  an  im- 
portant decision. 


Made  an  excellent  de- 
cision which  exactly  fitted 
all  the  factors  involved. 


Renewed  his  efforts  after     Persisted  in  his  efforts  to 


major  set-back  i 
suing  an  objective  of  the 
organization. 


achieve  an  objective  of 
the  organization  despite 
repeated  set-backs  or 
severe  opposition. 


Was  somewhat  vigorous 
and  forceful  in  his  efforts 
to  achieve  an  objective. 


Pursued  an  objective  of  Made  very  vigorous  and 
the  organization  with  forceful  efforts  to  achieve 
energy  and  force.  an  objective. 


37.     ABSORBING   MATERIALS 


Delayed    operations    be-  Made  a  mistake  due  to 

cause  of  his  poor  memory  slow    learning    or    faulty 

ortheslownesswithwhich  memory  for  facts, 
he  absorbed  facts. 


Learned  and  remembered     Achieved  good  results  be- 
well  enough  to  do  a  satis-     cause  he  teamed  or  re- 
factory  job.  called   facts   better   than 
others. 


Achieved  exceptional  re- 
sults because  of  his  un- 
usual ability  to  learn  and 
remember  pertinent  in- 
formation. 


IV.    ACCEPTANCE  OF  TEAM  PRINCIPLE  AND  ORGANIZATIONAL  DISCIPLINE 


3B.     COMPLYING  WITH  ORDERS  AND  DIRECTIVES 

□  1  2 


order  or  Delayed  or  tried  to  avoid  Complied  satisfactorily  Carried  out  an  order  or  Carried  out  promptly  and 
compliance  with  an  order  with  an  order  or  directive  followed  a  directive  effectively  the  spirit  and 
or  directive.  without  undue  delay.  promptly.  intent    of    an    order    or 

directive. 


ACCEPTING  ORGANIZATIONAL  PROCEDURE 
D  1  2 

iknown       Violated  an  organizational     Was  openly  critical  of  and 

procedure  or  regulation.        followed  only  partially  an 

organizational  procedure. 


Conformed  without  opon  Accepted  a  procedure  fully  Accepted    and    promoted 

criticism  to  an  organiza-  because    he    understood  understanding  of  a  pro- 

tional      procedure      with  the  necessity  for  organi-  cedure    as    essential    to 

which  he  had  previously  zational  control.  effective      organizational 

expressed  disagreement.  control. 
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First  Name 


INSTRUCTIONS:  Place  an  "X"  in  the  appropriate  box  to  denote  your  evak 
mcnts  listen  below.  The  six  columns  of  l»oxe*  correspond  to  the  unknown  box 
'or  Orfir.  r  Eraltutlion  o»  Report  of  Officer  ESeeltceneu    lAF  form   77  A). 


ation  of  the   performance  of  this  officer  with   respect  to  the  critical   require- 
and  the  five  numbers  on  each  scale  in  the  Check  Li»l  of  Critical  Ruiuirement* 


L  PROFICIENCY  IN  HANDLING  ADMINISTRATIVE  DETAILS 


0     1*14     1 

□□□□□□ 
□□□□□□ 

□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 

□□□□□□ 

□□□□□□ 
□□□□□□ 


1.  Understanding  instruction! 

2.  Scheduling  work 

3.  Getting  information  from  records 

4.  Getting  ideas  from  others 

5.  Checking  accuracy  of  work 

6.  Writing  letters  and  reports 

7.  Getting  cooperation 

8.  Presenting  finished  work 
9-  Keeping  records 

10.  Keeping  others  informed 

11.  Rendering  effectiveness  reports 


X 


i    i    a    i    i 


I  DO  NOT  USE 
THIS  SPACE) 


II.   PROFICIENCY     IN     SUPERVISING     PERSONNEL 


II       2      1      4      S 

nnnnnD  12. 

□□□□□□  is. 

□□□□□□  14. 

□□□□□□  15. 

□□□□□□  i«. 

□□□□□□  17. 

□□□□□□  18. 

□  □□□an  i9. 

□  □□□□□  20. 

□  □□□□□  21. 

□  □□□□□  22. 

□  □□□□□  2». 

□  □□□□□  24. 


Matching  personnel  and  jobs 

Delegating  authority 

Giving  orders  and  instructions 

Insuring  comprehension 

Giving  reasons  and  explanations 

Supporting  authorized  actions 

Encouraging  ideas 

Developing  teamwork 

Setting  a  good  example 

Assisting  subordinates  in  their  work 

Evaluating  subordinates*  work 

Looking  out  for  subordinates'  welfare 

Maintaining  relations  with  subordinates 


X 

Mill 

12   14   1 

X 

1  JJJ  .!_ 

i  DO  NOT  USE 
THIS  SPACE) 


III.   PROFICIENCY    IN    PLANNING    AND    DIRECTING    ACTION 


V     I   2   1   4   S 

□  □□□□□  23 

□  □□□□□  26. 

□  □□□□□  27. 

□  □□□□□  28 

□  □□□□□  29 

□  □□□□□  10. 

□  □□□□□  11. 

□  O  □  □□□  32. 

□  □□□□□  33 


Taking  responsibility 
Solving  problems 
Making  use  of  experience 
Long-range  planning 
Taking  prompt  artion 
Suspending  judgment 
Making  correct  decisions 
Making  forceful  efforts 
Absorbing  materials 


iDO  NOT  USE 
THIS  SPACE) 


x  i  !  I  : 


IV.  ACCEPTANCE   OF   ORGANIZATIONAL    RESPONSIBILITY 


11      1       13      4      5 

□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 
□□□□□□ 


34.  Complying  with  orders  and  directives 

35.  Accepting  organisational  procedure 

36.  Subordinating  personal  interest* 

37.  Cooperating  with  associates 

38.  Showing  loyalty 

39.  Taking  reai>onsibility  for  subordinates 


x   I  I  1  1  1 

12   14   1 

X 

Mill 

{DO  NOT  USE 
THIS  STACE) 


V.  ACCEPTANCE    OF    PERSONAL    RESPONSIBILITY 


U  I   2 

□  □□ 

□  □□ 

□  □□ 

□  □□ 

□  □□ 

□  □□ 

□  □□ 

□  □□ 

□  □□ 


3   4   S 

□  □  □  40. 

□  □□  41. 

□  □  □  42. 

□  □  □  41. 

□  □□  44. 

□  □  □  45. 

□  □  □  46. 

□  □□  47. 

□  □  □  48. 


Attending  to  duty 
Attending  to  details 
Reporting  for  appointments 
Meeting  commitments 
Being  fair  and  scrupulous 
Maintaining  military  appearance 
Adapting  to  associates 
Adapting  to  the  job 
Conforming  to  civil  standards 


X 


(DO  NOT  USE 
THIS  SfACE) 


VI.   PROFICIENCY  IN  DUTY  MILITARY  OCCUPATIONAL  SPECIALTY 

(Denerihe  Ihr  Kpeeife  duly  performed  and  aire  Ike  SSN I  of  Ihr  duty) 


VI       2      14      1 

□  □□□□□  49.   Possessing  fundamental  training 
CD  CD  CD  CD  CD  CD  50.  Improving  effectiveness 

□  □□□□□  51.   Keeping   well-informed 

□  □□□□□  62.  Applying  training  and  informatio 
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APPENDIX  H 
INS  COKPo  RATING  FOHM 


NAVMC  652-PD 


REPORT  ON  FITNESS  OP  OFFICERS  OF  THE  UNITED  STATES  MARINE  CORPS 

(To  be  submitted  In  accordance  with  Art.  197,  U.  S.  Navy  Regulations,  1920,  and  Art.  10-22,  Marine  Corps  Manual) 


(Name— Saruame  first) 

Ship  or  station _ 

Period  covered months,  from  . 

To  be  answered  by  officer  reported  on: 


U.  S.  M.  C. 


to  . 


1.  Regular  duties  . 


2.  Additional  duties  . 

3.  Wife's  address 


4.  Name,  relationship,  and  address  of  person  other  than  wife  to  be  notified  in  case  of  emergency  . 


.  TJ.  S.  M.  C. 


To  be  answered  by  reporting  officers 
6.  Reporting  officer 


(Name) 


(Sank) 


6.  Method  of  rating. — "When  rating  this  officer,  consider  carefully  and  keep  in  mind  the  following  definitions,  taking  into  con- 

sideration his  length  of  service,  the  opportunities  afforded  him  which  might  have  a  bearing  on  his  performance  of  duty, 
his  personal  characteristics,  and  professional  qualifications: 
Unsatisfactory. — Inefficient;  below  minimum  standard. 
Fair. — Satisfactory;  passably  efficient;  up  to  minimum  standard. 
GOOD. — Average  qualifications;  efficient,  but  to  a  less  degree  than  "Very  good." 
Teby  good. — Above  average;  efficient;  well  qualified. 
Excellent, — Highly  efficient;  qualified  to  a  high  degree. 

Outstanding. — Superior;  exceptionally  efficient;  qualified  to  a  preeminent  degree. 

■  Wot  observed. — To  be  used  in  all  cases  where  the  reporting  officer  has  had  insufficient  opportunity  to  observe  the 
officer  reported  on  during  the  period  covered  by  this  report  to  permit  a  rating  as  to  performance  of  a  particular  duty, 
personal  characteristics,  or  professional  qualifications. 

7.  Before  making  out  this  report,  decide  in  your  own  mind  on  an  actual  officer  in  the  grade  of  the  officer  now  being  reported  on 

who,  in  your  opinion,  based  on  personal  knowledge,  is  the  outstanding  officer  of  his  rank  in  the  Marine  Corps;  or 
Decide  in  your  own  mind  the  character  attributes  and  professional  qualifications  which  the  ideal  officer  in  the  grade  of  the 
officer  now  being  reported  on  should  possess. 


8.  Considering  the  officer  reported  on  in  comparison  with  your  ideal  (7) ,  and  having  in  mind 
■    the  instructions  under  (6)  "Method  of  Rating",  indicate  your  estimate  of  him  by  mark- 
ing "X"  in  the  appropriate  space  below. 


Performance  of  duty  ^based  on  fact) : 
(a)  Regular  duties 

(6)  Additional  duties 


(c)  Administrative  duties.. 


(d)  Executive  duties 

(«)  Handling  officers ___ . 

if)  Handling  enlisted  men 

0?)  Training  troops 


(ft)  Tactical  handling  of  troops  (unit  appropriate  to  officer's  grade). 


9.  To  what  degree  has  he  exhibited  the  following  qualifications?  Consider  him  in  com- 
parison with  your  ideal  (7) ,  and  indicate  your  estimate  by  marking  "X"  in  the  appro- 
priate space  below. 


(a)  Physical  fitness  (physical  stamina;  endurance  under  hardship,  adversity,  or  discourage- 
ment)  


(6)  Military  bearing  and  neatness  (dignity  of  demeanor;  neat  and  smart  appearance) 

(c)  Attention  to  duty  (industry;  the  trait  of  working  thoroughly  and  conscientiously) 

(d)  Cooperation  (the  faculty  of  working  in  harmony  with  others,  military  or  civilian) 

(«)  Initiative  (the  trait  of  taking  necessary  or  appropriate  action  on  own  responsibility)  _. 

(/)  Intelligence  (the  ability  to  grasp  readily  situations  and  instructions) 

(g)  Judgment  and  common  sense  (the  ability  to  think  clearly  and  arrive  at  logical  conclu- 

(h)  Presence  of  mind  (the  ability  to  think  and  act  promptly  and  effectively  in  an  unex- 
pected emergency  or  under  great  strain) 

(t)  Force  (the  faculty  of  carrying  out  with  energy  and  resolution  that  which  is  believed  to 
be  reasonable,  right,  or  duty) 

(J)  Leadership  (the  capacity  to  direct,  control,  and  influence  others  and  still  maintain  high 
morale). 


(k)  Loyalty  (the  quality  of  rendering  faithful  and  willing  service,  and  unswerving  allegi- 
ance  under  any  and  all  circumstances)— 


10.  Has  he  any  characteristics — temperamental,  moral,  physical,  etc. — which  adversely  affect  his  efficiency? 
If  yes,  briefly  describe  them 


11.  During  the  period  covered  by  this  report,  has  the  work  of  this  officer  been  reported  on  either  in  a  commendatory  way,  or 
adversely?     If  so,  indicate  subject  matter  and  date ™_".z _~ ~ _ _ 


12.  During  the  period  covered  by  this  report  was  he  the  subject  of  any  disciplinary  action  that  should  be  included  on  his  record? 

If  yes,  and  if  not  previously  reported  to  Headquarters,  attach  separate  statement  of  nature  and  attendant 

circumstances. 

13.  In  case  any  unfavorable  entries  have  been  made  by  you  on  this  or  on  a  previous  report,  were  the  deficiencies  noted  brought 

to  the  attention  of  the  officer  concerned? If  yes,  what  improvement,  if  any,  has  been  noted? 


If  no  improvement  was  noted,  what  period  of  time  has  elapsed  since  the  deficiencies  were  brought  to  his  notice? 

14.  Considering  the  possible  requirements  of  the  service  in  war,  indicate  your  attitude  toward  having  this  officer  under  your 

command.     Would  you — 

(o)  Particularly  desire  to  have  him? . (c)   Be  willing  to  have  him? 

(6)  Be  glad  to  have  him? (d)  Prefer  not  to  have  him? 


15.   (To  be  answered  only  when  reporting  on  officers  serving  under  revocable  commissions.)     Do  you  recommend  retention  in 
the  service  after  expiration  of  revocable  period  of  commission? 

(Yes  or  no;  if  negative  give  reasons) 


16.  Remarks:     (To  be  used  for  additional  pertinent  information  or  comment,  if  any,  not  covered  elsewhere  in  this  report) 


17.  Indicate  your  estimate  of  this  officer's  "General  Value  to  the  Service",  using  the  ratings  specified  in  (6)  . 


18.  Having  in  mind  the  special  fitness  of  this  officer  and  the  efficiency  of  the  naval  service,  I  certify  that  to  the  best  of  my 
knowledge  and  belief  all  entries  made  hereon  are  true  and  without  prejudice  or  partiality. 
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